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Continuity and Change:
Discussing Our Evolving Doctrine

In the past 18 months, our Army has been part of the victories on three separate fronts in- -_.
three distinctly different campaagns. The freedoms now enioyed by the people ot Eastern Eu- -_

rope, Panama and Kuwait are the result. in part, of a vision. -t _

Approximately 18 years ago, the Army systematically began preparing to meet the chal-
lenges of the future. The scope of that preparation was defined bysome very specific threats to t
our national security, an existing,- force that was recovering from the Vietnam WVar, and the evo-
lution of technology and tactics associated with modem warfare. To fight and win on the mod-YV
em battlefield and to begin to look to fujture battlefields, the Army published the capstone doc -
trinal manual, Department of the Army Field Manual (FM) 10Cu-5.t

This updated 1976 FM1-Operations "fthe Arnv in the Fiddi-described how to fight and win.
Yet, in the years that followed its publication, external and internal changes caused a continuing
evolution of FM 100-5, first in 1982 and again in 1986. These doctrinal evolutions in turn
caused changes in training strategy, force design, leader development and materiel acquisition.
Our Army came to understand and put to Use the teachings and principles found between the
doctrine's camouflaged covers. The continual reevaluation of that original vision helped us to
meet and stay out ahead of the demands we faced on recent battlefields. The doctrine worked.

Some might say our doctrine is not broken, so why fix it? I, along with many others, reported
from the sands of Iraq that our doctrine was well understood and that it worked. But as we look
ahead, the issue is not whether our doctrine is broken-it is not. The issue, now as before, is
that we cannot stand still. Just as refinements to our doctrinal manuals throughout the 1970s
and 1980s sharpened our fighting techniques and the way we executed operations, evolving
doctrine will help us balance continuity with the need for change as we face the demands of the
future. Now, more than ever before, evolving doctrine will help us keep ahead of change, as well
as reverse the downturn in effectiveness that normally follows battlefield victory.

Evolving doctrine must balance the need for change with continuity-an art. not a science.
While we must, on the one hand, reinforce that which helped us win, we must also look at new
demands on our Army to determine if we need to adjust to meet those demands. Some areas
that fall in the new, or at least increasing emphasis, category are: military forces and force used
across the conflict spectrum, joint and coalition operations, deployment operations and opera-
tional sustainment. Our smaller Army will have to be more versatile if we are to have the em-
ployment capabilities required by commanders in chief as they use Army forces in the attain-
ment of national security objectives.

Colonel Jim McDonough's article in this edition is an important step in initiating the
discussion on our evolving operational doctrine. He addresses valid points that apply to
both the current situation and the changing external conditions. Read his piece and then
contribute your ideas to the discussion. I invite and encourage participation as we under-
take this informed discussion.

Our task is to evolve our doctrine so that it meets the demands of the present and the
future-a doctrine that can serve as an engine of change for our Army in training, organiza-
tional design, materiel requirements and leader development. To accomplish this task, we
must combine intellectual rigor, thorough analysis and professional judgment s we strike the
right mix of change and continuity. Our great Army demands that of its professionals, and our
nation expects nothing less.

General Frederick M. Franks Jr.
Commander. TRADOC
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Building the New
FM 100-5

Process and Product
Colonel James R. McDonough, US Army

The peace between conflicts cannot be a resting period for our
nation's Armed Forces. National security requirements in a con-
stantly changing world demand a constant effort to shape our military
capabilities to meet new challenges. Doctrine, according to the
author, is the linchpin of this evolutionary effort. He offers his views
on the vital importance of "process and product" as the Army once
again revises its capstone doctrinal manual, Field Manual 100-5,
Operations.

FM 100-5
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FM 100-5

O NLY a very good army could do what we are
about to do--maintain our fighting edge Doctrine is not pure theory.

while moving through the dramatic changes of As it appears to the user, it is digested
today and on into the future. The challeng eto theories without the corresponding
our senior leadership is two-sided. One side is explanations, the intellectual distillation
intellectual: What is the future? What is the role of generations of thought mixed
of the Army in it? What changes are necessary, with the practical observation of
when do you make them and how do they take recent developments.
us to where we have to go? The other side is
managerial: How do we preserve the institu-
non-its ethos, traditions, values and compe- Army's doctrine will evolve. All of us have a part
tence-while we complete the transition? What to play in this effort. All of us--and our succes-
are the levers of change? Who pulls them, how sors as well-will live with the outcome. What
hard and how fast? follows is one man's view of what course events

These are big questions indeed. Their essence might take.
is evolution and stability, both necessary in
meeting the nation's needs in an era of uncer- Why Change the Doctrine?
tainty. The tension is inherent. Move too fast, A pertinent question is why change our doc-
and we risk the loss of our capabilities before we trine? After all, we have just come through three
have available the wherewithal to replace them. major victories--Panama, the gulf and the Cold
Move too slow, and we meet the challenges of War. Does this not suggest that our doctrine may
today a little while longer, then fall by the way- not need adjusting? The answer is that doctrine
side, unprepared to keep up with the momentous must respond to both external and internal
change that has overtaken us. The stakes in changes, and enough has occurred in both areas
handling that tension are nothing less than the to warrant some new directions.
security of the United States. The Warsaw Pact has disintegrated; the So-

The solution lies in our doctrine. Doctrine of- viet Union is fragmenting ever more widely each
fers us the opportunity to focus the Army as we day. The threat that prioriti:ed our security ar-
transition through these watershed years while rangements for the last four decades has faded. its
providing us the guidance needed to achieve the stark menace replaced by a more ambiguous, less
objectives our nation sets before us. In it, we predictable specter that retains the potential to
have the opportunity to meet the intellectual do great harm, even without the cohesiveness to
and managerial challenge before us both in coordinate and discipline its bite. No longer is
terms of process-engendering discussion, offer- this a bipolar world, conveniently-if inaccu-
ing debate, coordinating action, building con- ratel --divided into two contending halves,
sensus--and product--compiling the body of East and West. The strategic order that held the
principles by which we will endeavor to do our West together in the face of a hostile, aggressive
nation's bidding in peace, crisis and war. In the communist bloc is irretrievably altered. In its
development and evolution of our doctrine, the place comes fragmentation and a resurzence ot
process is as significant as the product. ethnic animosities, national strife, contentious

This article is about that process and product. border disputes, aggressive religious findamen-
The US Army is about to revise its central war- talism and a growing number ot regional insta-
fighting doctrine, Field Manual (FM) 100-5, bilities.
Operations. Under the leadership of the chief of At the same time, the structure of our military
staff of the Army and the direction of the com- forces will change dramatically. New commands
mander, Training and Doctrine Command will form; old ones will be combined. Personnel
(TRADOC), over the next 15 months or so, the strengths will shrink to pre-Korean War levels.
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The strategic order that iheld the West together in tile face of a hostile,
aggressive commnist bloc is irretrievably altered. it its place colnes fragmentation
and a res'urgence oif ethnic anli,1lo-ite... aggressive religious fundamentalism and
a growing number of regional instabilities. As til e geopolitical, economic and military

enlvironmnts chanige to this degree, doctrine mnust adapt so that we are prepared
to meet tile objectes our nation sets before us.
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FM 100-5

We would hope to do better than that, al- But doctrine that spurns new information in
though we should never forger that military doc- order to preserve the old order for its own sake
trine is, in many ways, merely a best guess. It is not doctrine; it is dogma. It no longer allow,
combines theoretical principles with the experi- honest questioning. Debate is stifled; heretics
ences of recent wars, adds to that combination are excommunicated. In such ways, the seeds of
the impact of current developments in technol-
ogy and organizational structure and extrapo-
lates, after intensive analyses, to the future. Doctrine that spurns new

Doctrine is not pure theory. As it appears to information in order to preserve the old
the user, it is digested theories without the corre- order for its own sake is not doctrine; it
sponding explanations, the intellectual distilla- is dogma. It no longer allows honest
tion of generations of thought mixed with the questioning. Debate is stifled; heretics
practical observation of recent developments, are excommunicated. In such ways,
Although tested through historical reflection, the seeds of disaster are sown.
simulations, war games, exercises, systems analy-
sis and rigorous debate, it remains an imperfect
science. Put another way, it is risky business. As disaster are sown. Fortunately, the Army in
such, there should always be an element of doubt which we find ourselves today knows better. It
as to the correctness of our doctrine, is not prepared to rest on its laurels. As Ste-

Taken in measured doses, a little uncertainty phen Rosen has pointed out in his insightful ar-
should motivate us to continually check our doc- ticle New Ways of War: Understanding Military
trine against reality. The armies of history that Innovation, it is a myth that armies only learn
have denied themselves the healthy introspec- from defeat. Good armies learn from victory as
tion of questioning their doctrinal solutions well.'
have paid a heavy price indeed for their obstina- In August of this year, -after an intensive re-
cy. The Russians in 1914 at Tannenberg, the view that included feedback from the field, espe-
French in 1940 at Sedan and even the Ameri- cially from those involved in Just Cause, Desert
cans in 1943 at the Kasserine Pass are but a few Shield and Desert Storm, and operations in other
who had to admit defeat and drop back to recon- parts of the world, TRADOC published its
sider their plan of action. Sometimes, it is possi- Pamphlet 525-5, AirLand Operations: A Concept
ble to recover; at other times, by the first battle for the Evolution of Airland Battle for the Stategic
it is already too late. Army of the 1990s and Beyond. This initiated a

There is tendency for conservative institu- process that will develop into a revised version
tions such as the military to resist the need to of FM 100-5.
change with the times. In his brilliant book, TRADOC Pamphlet 525-5 is, as its title im-
The Structure of Scientific Revolution, Thomas S. plies, an operational concept. It flows from stat-
Kuhn wrote of the propensity for science (and egy, but is not doctrine. The process that leads
military science is included) to wrap itself to FM 100-5 will convert the operational con-
around its existing paradigm-its model of the cept into doctrine. That process should seek to
truth-and deny the onslaught of evidence that reach a consensus built of the greatest wisdom of
indicates the time has come to replace it. Kuhn the collective Army.
holds that all too often the guardians of the past Articles will be written, workshops will be
are those vested with the leadership of the insti- held. Seminars, symposiums, briefings, papers.
tution, who have come of age believing in the communications, tests, analyses, discussions and
old ways of doing things and who feel that any debate are all part of the process of reaching tor
endeavor to change threatens not only their sta- that great wisdom. The intellectual exchan ,e
tus but the institution itself.2  should not be confined to the Army. We wil!
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The battlefuld environment should be reassessed to accounthfor a transiion froma forward--deployed to a power-projection posture. Things look a lot different if you
do not assume you are already on the battlefield but have to get there. Demands on

command, control, communications and intelligence will dramaticaly increase.
IllN

need to reach out to others, to explain ourselves, Product
to coordinate our efforts and to garner support. What, then, should thle outcome be' A 'ain,
Sound doctrine cannot be developed in a void. the answers are hard to foTmulate. At this earlh
The doctrine of our sister services must be con- juncture, I can only propose. It will take muan
sidered. We must integrate our efforts with joint minds to provide us the best solutions.
and combined doctrine. The views of other na- Some things should not change. The concep-
tions matter, as do other government agencies. tual ideas, tenets, imperatives and the battlefield
Influential groups--the Congress, the media, framework found in current AirLand Battle doc-
academia, industry-are stakeholders in the trine apply to AirLand Operations as well. Air-
process. We must explain ourselves to all of Land Operations does not radically change Air-
them, draw upon their ideas and forge alliances Land Battle; rather it expands and refocuses thethat support our common goal of a stronger, concepts inherent in AirLind Battle tr the
more secure nation. Army in a changing strategic environment. It

But most of all, we must use the process as a builds on the foundation of our current doctrine
rudder to steer the course our Army will take as for the employment of Army forces across the
it moves into the future. All of the business of operational continuum of peace, crisis and war.
the Army-force structure, unit design, mod- In this, the Army will not be alone. It is diffi-
ernization, materiel, leader development, train- cult to conceive of any operational missions the
ing, and so on--derives from doctrine. The US Army might undertake unilaterally in sup-
process itself, therefore, has a valuable effect in port of national objectives. Joint, interagencv
controlling change within the Army. and combined/coalition operations will be the

6 October 1991 * MILITARY REVIEW
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The armnies of historv that have denied themseli'es the healtin'
introspection of questioning their doctrinal solutions have paid a heavy price indeed
for their obstinacy. The Russians in 1914 at Tannenberg, the Frencht in 1940 at

Sedan and even the Americans in 1943 at the Kasserine Pass are but a few who had
to admit defeat and drop back to reconsider their plan of action.

norm. _The N\arinu Secirzrv Strateqt o4.rhe L nited 'enve as one means of :1ccomplishint-, naition I
Stares asserts that white wve are not the wvorld's, po- obJectives in these ways. Thie value provided by
liceman, we must be prepared to meeCt our re- our forward-presence torces. in concert Wvith our
, ponsibilities as the worlds foremost democraitic demons trated abilitv to rapidly project them i,-i
power. In that roegard, deterrence remains the well as contin,_ency force>,) Into areas of vital in-
central component ot our newv national stratev. terest. make, this capability credible and may,\ in -
T7his strategy aims to deter war throu-ih interna- tILuecII whether our naition remai'ns at rceIC Or
tional cooperation. confidence buildimz, i1tIl- dosto W31r.
ence and interdependence. is well as the abilitv T1he k~c ici a-, rn~n h, mld bec riV>-
to project combat power.' 'essed to account tori a trnsition t.romn a tOrwa, rd -

We must be prepared, theret~are, to introduce deployed to a power-projection posture. Tic
effective foirce anywhere in the world onl sho1rt look a lot different it' you dO n10t IA1111C \you Ire
notice and to stay until all national ob Jectives are already on the battletield but have to -,ct there.
met. National and international forces aire best Demands ,n e 'imind. control. comi-uinica -
able to do this in concert with one another. No rions andi inrelii-ence wil diammatically increase .
uniformed service can do itdaone. The more we Wle wvill nied compatibL. e&crmVe s1temsI! Cm-I
inteLgrate our doctrine, the better we are able to plovable anywhere in the world. Quick and e cr
Support one another and rut limited resources to rect decision, w\ill be needed t~r the -,mimiT
mfaximfum~ effort. ment () rc-'otirce,. Fo~rce multipliers iiiit I'L

Ouir nation will seek to achieve stratetic ob- 0eiUenCed tor introduction into co ntenrioli, Tv
jectives through4 the exertion of intluence, 'Lua- -TIOns with the proper tflect at thd pporit
,ion and, if need be, coercion. However, we seek rimle.
to counter threats to the IeCCiritv of the United The impaict ot technolo-n x will b'ecom-ie 0 en'!
S-tates, its citizens and its interests by means shi rt more siuniticainti4 as jo V ]1 tee1 1cl ire I wered.iifund
A armed conflict itat all poss.ible. TFhe Armv can int- i, contrAined and the trItC1'ICc nvironmeiM
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becomes more complex. Even in Third World Future doctrine should be expanded to incor-
contingency operations, it will not be uncom- pomte our evolving missions in areas such as sta-
mon for our torces to face high-technology sys- bilit" operations, nation assistance and contm-
tems in the hands of an enemy. Even though wi band flow. The Army. may well participate in

each of these as our nation seeks to assist emerg-
ing nations, instill democratic values and estab-

TRADOC Pamphlet 525-5 is, as lish legitimate political and economic institu-
its title implies, an operational concept. tions in the process.

It flows from strategy, but is not Preparation for conflict necessitates a compre-
doctrine. The process that leads to FM hensive integration of several factors. The abil-
100-5 will convert the operational con- it, to deploy rapidly and efficientlv is a complex
cept into doctrine. That process should task that extends beyond mere deployment. An
seek to reach a consensus built of the expansible Army requires a dynamic and robust
greatest wisdom of the collective Army. industrial base, a balanced force mix and organi-

:ational tlexibilitv that facilitates the inteiration
We must integrate our efforts of the Total Force-Active and Rescrve Corn-

with joint and combined doctrine. ponent units, sister services, governmental and
The views of other nations matter, as intergovernmental agencies and multinational
do other government agencies.... units.

The Congress, the media, academia, Forces must be ready to tight when they get to
industry-are stakeholders in the where they are going. The Army must be pre-

process. We must explain ourselves to pared to conduct t&rcible entry operations and
all of them, draw upon their ideas and protect initial lodgments that allow for subse-

forge alliances that support.., a quent buildup. We must introduce the right
stronger, more secure nation, forces in the proper sequence. Early deploying

forces would most likely include combat units,
reconnaissance, intelligence, surv'eillance and

might have an initial advantage, the interim be- target acquisition elements; command and con-
tween the fielding of a new technology and its trol structures; and security and sustainment ele-
counter is rapidly diminishing. We will con- ments. They would be mutually supported by
sistently need to seek the optimal integration of the joint effi.orts of our air and sea forces.
tactics and technology. Our doctrine must more A power-projection force will no doubt place
fully account for the impact of technology as a greater demands on materiel. Lightweight, com-
major variable in deterrence and the conduct of pact weapons and support systems are necessar'
operations. for rapid deployment against a determined, well-

We can expect that public support will be- armed enemy Extended logistics and fIlly into-
come even more important than it already is to grated, real-time intelligence capabilities are
the successful prosecution of military operations. just as essential. Support for and interface with

Our doctrine must accommodate that reality, joint systems will be critical. We will need vision
The American people prefer that operations to get from where we are now to where we need
conducted by our Armed Forces be decisive in to be. Doctrine does best when it drives materiel
nature, of short duration and of minimal cost in acquisition, rather than merely adapting to it.
terms of casualties and national treasure. Force Our doctrine will also have to deal with the
capability and campaign design should strive to complex relationships across the levels of war,
achieve this. But if these conditions cannot he from the tactical to the strategic. Virtually all
met, we will need to take steps to prepare public Army operations alxwe the tactical level will be
expectations and sustain public will. joint; they will often be combined. We can ex-
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Future doctrine should be expanded to incorporate our evolving
missions in areas such as stability operations, nation assistance and contraband flow.
The Army may well participate in each of these as our nation seeks to assist emerging

nations, instill democratic values and establish legitimate political and
economic institutions in the process.

pect them to be conducted in an integrated joint cussed in TRA[V)C Pamphlet 525-5) des..rned
operational environment and to be guided by re- to focus the activities of ll elements ot the torce.
gional campaign plans designed to support na- The trst stage is preparation for the op'ntion.
tional and theater strategic objectives. Theater This includes movement plaiunn,, examination
campaign plans should provide the necessary of staing capabilities and intelligence prepara-
guidance from the commander in chiet tor the tion of the theater. Expeditious and thorough
development of the respective land, air and theater analyses will allow commanders to plan
naval component plans to support joint and integrated fires, joint reconnaissance. intelli-
combined operations. These seek to establish gence. surveillance and target acquisirion and air
and retain the initiative at every opportunity to and naval power. [')Iin, this at the start -ets the
destroy the enemy's capability to wage war. Air, stage forsei:ing the initiative at the carlie4t possi-
land and sea operations in theater should address ble moment.
the links between strategy, operational art and The second stage involves using all nsc,1
tactics to ensure that these are well unders0x0d. necessary to set the conditions to achieve deci-
Time, space and distance relationships, the de- sive results. This is done bw synchronZin "in1t
structive power of modern weapons and the fires such as long-ranee artillery, .-\n iv ion.
prevalence of public communications narrow naval tires and tactical and ,tratenc iur i 'sets.
the line between the different levels of war. CQncurrently, maneuver totres .ire psit",neJ to,

Although, in reality, battle is not segregated by achieve surprise, throw the enemy, ,ft baflnce,
distinct breaks in types of activities, the Army defeat his center ot gravitv and achieve Jecisi e
conducts operations that at least conceptually results.
can be seen as four interrelated stages (as dis- The third stae encompasses the conduct ot
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ducsf* wafr is a mitr of e'r-efrmn comintins attack

and defense, maneuver and firepower, linearity and nonlinearitv, mass a#-id economyV
of force, and so on. Operational art demands that we achieve the right balance
between each of these as we design campaign plans to achieve strategic objectives.

Actionls to decisively achiteve operationail ohiec- FM 100-i, thiee mizh e more clearly detinc,".
tive, . Once rivoraleI C0ond60iti l'n V have bee e- Specitic emIpha"sis OWtit2lt ,i be 1laced In Jc-
tab~,lhed toar US mnd allied toirce, to) detet thle cribin-, thle ba.lance b-et-Ween maneu'.etVC1 and
enemyi and achiieve victory, maneuiver to~rces ire firepower. linearityv and nonlineairity mnd otfteI"-
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wounded Ira~i sode. F&Mar'p 99Iay-o~'r

Disciplined operations become increasingly important as the rapid pace
of modern warfare. combined withi the enormous lethality of the available technology.

has led to special concerns. We nieed to limit risk to friendly forces. be able to deal
with large numbers of disoriented anid often destitute prisoners of war and find wa -ys

to cope with the rapid breakdown of civil order in the area of operations.

,hai S-ir %Villiuni ' . Slim the reconqUercr of Bur- SuIccessful; wartaire i, a mi-ixture ot ever-
ima inl 194 4 , minJ a), tine a practitioner of opera- retorminc - combinations: ittack and detense.
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iesiv-e that evenitually drove his enemy to pre - anid addressedi in -,rexcr depth in our evolvin-

c.ipit.I ius eiat. HIS 1,enIiuS t()r the operational airt doctrinre. A claritkation ot the terum andiadi-
xvai reflectedl inl his wxise seiection of inear and] tMI1 ioaJi ,cui+m may- be required in- tuch ri

111n nier operation' hr. it too-,ether in tuch ai A , a pro po ied] In..we trm in dcentral zed rt ce~n
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worth (although at the operational level a doc- fined to considerations ofconventional, mid- to
trine for intelligence preparation of the theater high-intensity warfare. Yet, we find ourselves
might be more appropriate). The discussion of engaged around the world in a variety ot missions
the tactical offense, tactical defense and the ef- that fall outside of this scope. Doctrine should
fects of combat multipliers could remain essen- address nonconventional operations in opera-
tially unchanged. Additional discussion might tions short of war, during limited hostile action
be appropriate in regard to tailoring of forces and and in conditions of war and its aftermath. It
multinational concerns. Disciplined operations should also address operations in nuclear, chemi-
become increasingly important as the rapid pace cal and biological environments. The 1986 ver-
of modem warfare, combined with the enor- sion of FM 100-5 reduced the nuclear discussion
mous lethality of the available technology, has to less than a page. This ought to be expanded.
led to special concerns. We need to limit risk to The recently assigned missions of curtailing
friendly forces, be able to deal with large numbers contraband flow-whether it be narcotics, arms
of disoriented and often destitute prisoners of or illegal immigration-should be more clearh
war and find ways to cope with the rapid break- defined. Other missions include security as-
down of civil order in the area of operations. sistance, nation assistance, humanitarian as-

A major expansion of current doctrine should sistance and disaster relief. All of these missions
occur in the area of conflict resolution. In both may warrant doctrinal elaboration.
operations Just Cause and Desert Storm, com- These are my thoughts on expanding our doc-
manders were faced with the requirement to trine. While I cannot say, with any degree of cer-
conduct operations after the cessation of hostili- tainty, just how it will all come out, I am con-
ties. Without adequate doctrine to serve as a vinced that the journey we take in getting there
guide, many had to develop ad hoc solutions to is of paramount importance. The process causes
deal with refugees, prisoners of war and civil-mil- us to look beyond these times of turmoil to the
itary operations. How we deal with them in doc- needs of the future. That alone is "value added"
trine has implications for the success of campaign to our Army.
plans in meeting strategic objectives. Addition- All of us need to remain open-minded and
ally, recent international and bilateral agree- make a concerted effort to reach within our-
ments have accentuated arms control and verifi- elves and out to others as we strive to help our
cation as a mission for US military forces. In each doctrine evolve. It is not change for the sake of
of these areas, there exists a doctrinal shortfall change; rather it is change for the sake ofsecuritv
that we should address in an expansion of FMNI and progress. "Good enough" is not a risk we can
100-5. afford to take. The stakes are high; the conse-

Our current warfighting doctrine as expressed quences sobering. Our Army and our nation de-
in the 1986 version of FvI 100-5 is largely con- mand our full attention. MR

NOTES
1 Michael Howard, "Military Science in an Age of Peace. Journal of the White House. August 1991). 2.
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As the Army tackles tile daunting challenge of building itself down in
an era of changing mission requirements and shrinking budgets. many
traditional systems are being reviewed. The Total Force concept and.
specifically the role of the Reserve Components (RCs) are now the focus
of debate. The following articles present differing views on this con-
troversial issue. The first two offer similar recommendations for an
Active Component (AC) cadre for RC units at division and even brigade
level. The potential for significant improvements in peacetime com-
mand and control, training, mobilization time and combat readiness are
cited. Finally, Army guardsmen assess the major influences on US

7-=.-1.military strategy and policies and offer their views on the proper role of
the Guard in a changing strategic environment.

....................... ..



A CADRE SYSTEM
for the US ARMY

Colonel Charles E. Heller, US Army Reserve

AWE bask in the euphoria of our victory in serving full time in selected key positions. Tiev
L-the gulf, we should ,lso realize that the war provide an internal structure that maintains
with Iraq was an anomaly in US military history. equipment, plans and mains for combat. Cadre
The great success was well-deserved, but laraelv personnel are required for combat and usuallh
the result of an opponent allowing us to fight ex- deploy with their expanded unit. This system ot
actly the first battle for which we had prepared unit manning, as in the case of the Israeli De-
since the Vietnam War. The more prevalent fense Forces (IDF), can be cost-effective, main-
consequence at the outset of hostilities has been tain an expansible force structure, reduce mobi-
costly first battles, revealing a lack of peacetime lization time and improve deployed combat
readiness, sometimes even after lengthy mobili- effectiveness.
:ations. In his enlightening study of 10 of Amer- The force structure cuts that will occur during
ica's first battles, historian John Shy finds that this decade demand that existing Total Army
five were defeats (Long Island, Queenston, Bull policy be refined and given new direction. This
Run, Kasserine, and Osan/Naktong), four of five is especially true if the Army's senior leadership
victories were very costly (San Juan, Cantigny. is not comfortable with some aspects of the cur-
Buna and Ia Drang), with the fifth, the opening rent policy for use of Reserve forces (as it appears
battle of the Mexican War on the Rio Grande in was the case of the nondeployment of Reserve
May 1846, a victory with significant American Component (RC) combat units for Desert
casualties. 1 And sad to say, regardless of how un- Shield). Ifssuch is the case, then alternatives must
prepared we were and how costly each experi- be proposed.
ence was in terms of men and materiel, the post- In the coming years, it is also likely that de-
war lessons have largely gone unheeded. fense dollars will be limited, resulting in the na-

An obvious lesson that is already apparent tion's inability to field an Active Component
from experiences in Desert Shield and Desert (AC) large enough to tight even the smallest of
Storm is the need for a rapidly expandable force conflicts on a protracted basis. In such an envi-
structure that can provide combat-ready units to ronment, the adoption of a cadre system can mit-
augment forward-deploved or contingency igate the reluctance to use RC combat units. A
forces. It is time that the US military learns from cadre system will also further Total Force policy
past mistakes and aggressivelv moves to enhance by allowing for the full and complete inte-ration
readiness before we are called. of the RC units into a streamlined Total Army.

In light of current force-reduction proposals,
should the United States find itself at war some- Historical Precedents
time in the future, a cadre system may be an es- There have been attempts in the past to irn-
sential element to expand the US Army. By def- plement a cadre system for the US Army. Secre-
inition, a cadre is a military unit's peacetime ta " of War John C. Calhoun was instructed. on
complement of officers and enlisted personnel, 11 May 1820, to plan for reducing the Arm\"S
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RESERVE COMPONENTS

strength. He told Congress that if it was neces- force structure. As a consequence, when war
sary to shrink the Regular Army, plans must be was declared in April 1917, the first US division
made for the force to be able to expand rapidly.' deployed in World War 1 did not see combat
Calhoun offered Congress an "Augmentation" for several months.
of the Regular Army or cadre system. 3 Officer The heavy losses suffered by US divisions in
strength remained untouched while each unit World War I combat can be directly related to
contained a minimum number of enlisted sol-
diers. Upon mobilization, recruits benefited
from being trained by, and then entering battle A cadre is a military unit's
with, experienced Regular Army cadre. Con- peacetime complement of officers and
gress rejected the concept as too costly and dis- enlisted personnel, serving full time in
banded units to reach lower force levels, selected key positions. They proiide an

At the end of the Civil War, Congress again internal structure that maintains equip-
reduced force levels of the Regular Army. Gen- ment, plans and trains for combat.
eral William T Sherman, then commanding Cadre personnel are required for combat
general, expressed concern. In the 1880s, in ad- and usually deploy with their
dition to establishing an officer education sys- expanded unit.
tem, Sherman ordered Civil War veteran Emory
Upton abroad to examine the military establish-
ments of other nations. the failure in peacetime to maintain a cost-

Upton was impressed with the German army's efficient, expandable force structure for war.
rapid mobilization of its federal reserve forces for Again, as in previous wars, the Army attempted
its war with France in 1870. He wrote Sherman to make up for peacetime neglect after hostilities
that the United States could "... not maintain commenced. At the outbreak of war in April
a great army in peace, but we can provide a 1917, the War Department made an effort to im-
scheme for officering a large force in time of plement a cadre system. All new Regular Army
war."14 He enunciated his ideas in a manuscript regiments would contain cadre drawn from ex-
titled Military Policy of the United States from isting formations. As the Army grew in size, the
1775. One proposal called for a regional unit sys- General Staff decided that a minimum of %1
tern manned by Regular Army cadre responsible enlisted Regulars should be assigned to the new
for training citizen-soldiers in the immediate 28,000-man square divisions (four brigades).
geographic area. 5 While Upton's work offered This figure was reduced because the troops were
an alternative to break the cycle of early defeats, not available.'
it remained clear that there would be no change The last-minute preparations were readily ap-
in the need for a more efficient peacetime force parent. Training for officers and enlisted soldiers
structure, as evidenced by the mobilization of was so poor that the American Expeditionary
unprepared volunteer units for the Spanish- Forces had to establish a complete Amw school
American War in 1898. system, from basic infantry training to officer

At the conclusion of the Spanish-American education, in France. Even then it was common
War, the need for an efficient force structure was to find a soldier in the trenches who did not
once again apparent. It fell to Secreta.y of War know how to wear a gas mask or an officer who
Elihu Root, who assumed office in 1899, to could not read a map. The Anny's pertonance
search for new alternatives. Struck by the was consistently inferior throughout the war.
Army's obvious unpreparedness for that con- Attack plans were too rigid, supporting fires
flict, Root, searching for alternatives, had Up- poorly coordinated or inadequate, cover ino
ton's work published. Unfortunately, all of concealment ignored, there was no initiative in
Root's efforts had little impact on the peacetime the attack, and the concept of fire and maneuver
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Noncommissionec officers going over
'.ne tine points at oavonet training oefore
nstructing tneir men. ICorps School.
Gonorecourt. France. 18 August 1918.

pA

The last-minute preparations were readily apparent. Training for officers and
enlisted soldiers was so poor that the American Expeditionary Forces had to establish
a complete Army school system, from basic infantry training to offi-cer education, in

France. Even then it was common to find a soldier in the trenches who did not know
how to wear a gas mask or an offlicer who could not read a map.

the Orca,1ni:ek. Re:'erv-e Corps, kORC). Reserve the IndividuA Readyi\ Reserv cIRR). T'heir 'cc -
Otficers andf noC0m11sSiOned otticers would )nd mis, on wa ' tdlii i c tk'r .

inake up the cadre ot the ORG units. Upon mno- units in each o)fthe corps ireavs to acheve a. in,)
hili:ation, this cadire hAd responsibility for train- hili:edi t'krcc of 27 inlintin and] ixcaai i\-

int, recruits. The Rculmar Army was responsible ions, nondiVISIOnali support unilt> andl h1C3adqu.-
tor strate,,ic torward deplovnment and a conti- tersstatts. InI add1ition, the Army ho)pedi to ac
nental fo~rce prepared fot Immediate depl(,- 20 reservits I inch companiyi-onctmin-
ment. Thec National Guard's miiss ion providedc oe ~icr n pca~ss~t l~s ntan
continental defense and then reinforcement ot ink_ upon moblui:tkn. Iowvt C\c C h 11
Am Regu'lhar Arm expeitionarv force. Thiese mis- thle I1020 Defen'e Act callied t'Or i InIrd
,ions remain intact today. serwe COrps.i This potentil p1 ,'i Ctve~.

The Armyv >aiw ORG otticers aIs enhanc in,- the imnpoiwer wasi not 1rcnicd ntl
in1obilua-,tion readiness ,,f all three components. Thec Arniv d~cided. iccornfin,- t. ri.
Beyond peacetime unit cadre functions, these General I, hn Re i ~ltickid in nlicr ::1
exce"- ORG officers were assiged two critical ORG. that Reserv officrs ]),) 11,1\ no ivi "
rmlloilitio n misins he first was as tillers, t r 11,1wv ie n hv the: kill ie\ Ci '111' .it-i-

Reizular .- rmy\ anJ Naitional Guardn units, t'CXX ot itv to o~r(canixe andmin11tain1 the teracli rc'cr~ c
which wkere ait wartime strren(crh. T1his m1ission is OnitS." 10 correct theL' C dtcece.u
dluplicaited todayin by v Army, Reserve (,icers in )ptedi t' r .1 cad re %\I inI the o R( t.!rk'e !'-
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Regular officers in key positions. Each Reserve vinced that a well organi:ed and trained Reserve
division would have a "well qualified Regular was an essential part of national defense.
Army officer as Chief of Staff' with "one or two Later in the decade, the General Staff beian

to develop annual Protective Mobilization Plans
for national defense. The plans were unrealistic

The force structure cuts that will and based on nonexistent manpower and verv
occur during this decade demand that optimistic timetables. In 1939 with war raeine

existing TotalArmy policy be refined and in Europe, the plan called for the Regular Army
given new direction. This is especially and the National Guard, as an initial protective

true if the Army's senior leadership is not force of 4X0,000, to "withstand any onslaught"
comfortable with some aspects of the until reinforced by ORC cadre units. 14

current policy for use of Reserve forces Germany invaded Poland on I September
(as it appears was the case of the non- 1939. The following week, President Franklin D.

deployment of Reserve Component Roo~sevelt declared a state of national emergency
combat units for Desert Shield). and authon:ed an increase in the size of the Reu-

ular Army. However, by not activating ORC
units, Army expansion ignored prewar mobiliza-

.. Regular Army officers to assist him" and tion planning, a situation that was repeated later
a "suitable Regular Army officer as Executive in Korea, in Vietnam and to some extent, in Des-
Officer for each Reserve regiment." ert Shield and Desert Storm. Reserve officers with

A number of Regular Army officers and en- prewar assignments to Regular Army units and
listed personnel served at each corps area head- headquarters received early call-up notification.
quarters "working over Organized Reserve af- As the Regular Army expanded and the Nation-
fairs." The Army believed that these officers and al Guard federalized, Reserve officers were called
enlisted men were "absolutely necessary to the to active dut' on an availability basis, as fillers.'
success" of the Organized Reserve because they The Selective Training and Service Act was
could "devote their whole time to the interests, passed on 16 September 1940. The Army
to the development, to the organization and to reached a strength of almost one and a half mil-
the training of the units to which they are as- lion men by 30 June 1941. Before plans were pre-
signed without interruption or distraction of pared to absorb additional manpower, Japanese
other principal pursuits." Reserve officers com- naval air forces attacked Pearl Harbor, and the
manded the units and "preserve(d) the unit au- tempo and urgency of mobilization increased.
thority and military system."1I Plans were then developed to fill new cadre units.

The Army's vision of a prepared ORC was not In 1942, as units of the ORC were activated.
to be fulfilled. As Delafield noted to Army War it was their numerical designations, not the per-
College students in 1925, "In the organization sonnel, that were brought on active duty The
and training of the reserves, as in every other Orderof Battle forWorld War 11 lists 26 ORCdi-
Service, the appropriations are always the limit- visions. When these divisions were activated.
ing factor." His audience was well aware of the only a few officers remained. Others were either
fiscal restraints placed on the Army. 12 drawn off to fill Regular Army and National

As the Depression took its toll on the nation, Guard units or to serve in a multitude of staffas-
General Douglas MacArthur, the new chief of signments. These ORC divisions then "were not
staff, testified to Congress during 1932 Army reserve divisions in any real sense of the wvord."'
Appropriation hearings that he would continue These units and nondivisiona! unizs, on mobil -
to support the RCs at the expense of force mod- :ation, had to have new cadres assigned from
emization. 3 There was no question that the previously mobilized Regular Army or National
Regular Army establishment remained con- Guard units.
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In 1942, as units of the ORC were activated, it was thei numercl

designations, not the personnel, that were brought on active duty. The Order of Battle
for World War I! lists 26 ORC divisions. When these divisions were actvated, only a

few officers remained. Others were either drawn off to fill Regular Army and National
Guard units or to serve in a multitude of staff assignments.

General George C. Marshall, chief of staff, ap- diers for their own units. It remains a source of
proved an Army General Headquarters organi- amazement to scoring officers that the Army was
:ation and training plan for a cadre system in Ian- "as able to obtain the selection of a ver high per-
uar, 1942. The plan authorized a division cadre centage of superior personnel as nuclei for the
of 9.8 percent. This provided 1 72 officers and new divisions. "
1,190 enlisted men tr an infantry triantular di- The cadre system developed tir World War 11
vision (three brigades) with an authorized mobilization worked. Althouh there were i-
,trength of 452 officers and 13,425 enlisted men. -tances of poor pertormance, the majorin ot
Cadre size increased several times until it reached units deployed overseas became eftectiVe tight-
216 officers (50 percent of authorized strength) in,, f.rces. One can only speculate on how much
and 1,460 enlisted men, or 12 percent of the au- more efective early deploying units might have
thorized division strength. '7 Once the last sol- been in combat if the Arm had been able to un-

dier in camp arrived, the cadre was readv to beuin plement a flllv manned and trained prewar
the 13-week mobilization training proram. 1"  cadre system for the ORC durin- the interwar

A decision was made in the tall of 1942 to in- period. At the conclusion of \orld \Vir II. the
crease the number of troops reporting-7 to a newly Annv southt means to maintain an eftective
activated division by 15 percent. The Annv tighting torce in the taice ot postwar budget cuts
deemed this necessary because, prior to the com- and continues in that etfort todav.
pletion of a training cycle, divisions were re-
quired to provide cadres for other forming The IDF Model
units. 10 Division commanders \%vre tom by the Other airmies around the world have 1,ko at-
need to send quality soldiers to serve as cadre tor tempted to owercome ,imilar ,',tacle-. Cne
the new units and a desire to retain the best sol- ,uch army, the IDE eetis to hAve resolved the

MILITARY REVIEW & Octoer 1991 19



problem of funding a large Army by placing 60 tain to be placed in that specialty when con-
percent of its forces in the reserves. It may be ac- scripted. If it is likely a certain specialty will be
curate to state that there has never been a citi:en understrenath in the iniluimm, the IDF will
army that has mobilized as rapidly and rought as overstrength it in the active force. The Israelis
effectively as the IDE firmly believe that it is not efficient to chan,.-e a

In 19A9, the IDF adopted Switzerland's citizen soldier's specialty once he has acquired the skills
army concept. The Swiss army was composed of on active dutw-,
a small cadre of regular forces primarily responsi- Approximately 65 percent of the IDF-s con-
ble for training, long-range planning and main- bat units are in the reserve or miluimm com-
tenance of a "massive civilian army supported by pared to about 52 percent in the US Army today.
large qualities (sic) of armor, artillery, air force, The basic unit in the IDF is the brigade, either
etc." Service in the army was, and is, mandatory armor, infantry or airborne. The brigade is a self-
and so too is reserve duty. For Israeli purposes, the contained tactical unit made up of three battal-
Swiss model was a workable solution for a coun- ions with combat service and combat service
try whose population and economy could not at- support u,,its. Each unit has its own armory.
ford a large standing army.) The Israelis created Training is conducted at the armory or at special
a small cadre of permanent service (Keva) offi- centers. Periods of active duty might also find a
cers and noncommissioned officers; a compulso- miluimm unit relieving a Keva unit on border
ry service (Hova) composed of draftees, men and duty or performing internal security patrols.
women; and a large body of ready reserves (mi- Unit equipment is never switched between indi-
luimm) that included all the soldiers who corn- viduals or crews who perform their own mainte-
plete their compulsory active duty service. -- nance when training. 6

The most critical and unique aspect of the IDF To maintain the miluimm in a high-readiness
is the miluimm, which is "its most important op- posture, the IDF relies on a cadre system. The
erational component rather than just being an specifics of this system are not exactly known: as
appendage to the regular force." The key to the in so many other aspects of the IDE much of the
IDF's battlefield successes is the miluimm, which information is classified. However, the general
contains 60 percent of its total strength and 65 outline of this system is available from open
percent of its combat units. Miluimm and Keva sources. First there are administrative, head-
units are intermixed and interchangeable in all quarters and service positions within the Keva
deployed formations. ' 3  that are occupied by reservists not serving in the

To fill these formations, every Israeli citizen is combat brigades. This is a relatively late (1970s)
required to perform military service. After a sol- practice for the IDE Israeli service schookl in-
dier's compulsory service or Hova has ended, he structors are also assigned as cadre to miluimin
or she enters the miluimm. This year of no train- formations and spend five days in the classrxm
ing requirements is similar to the US Army's IRR and the sixth day with a miluimm unit. Even
category of RT-12 (recently trained in the last though the IDF is a reserve establishment, its se-
12 months) whose members performed so ad- nior officers are in the Keva. Division corn-
mirably in Desert Storm. In the miluimm, men inanders are regulars. Divisions, while having no
are eligible for mobilization until age 55 and organic forces permanently assigned, do coordi-
childless women until age 34. Each reservist, un- nate the activities of the brigades assigned. Some
til a certain age, is liable to be called up for 31 brigade commanders and their staffs are also
days annually, plus time for other training.'4 Keva, but others are commanded by reservists,

Reservists are assigned to units near their assisted by miluimm staff.
homes in a position to match their military occu- Regardless of the component of the brizade
pation skill. If a soldier has a civilian occupation commander or his staff, each miluimm brigade
that matches a military specialty, he or she is cer- has a small cadre of Keva soldiers responsible t'r
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Israeli M50 Sherman tanks
(converted from M4A3E8s)
climbing up the Golan Heights.At

Approximately 65 percent of the JDF~s combat units are in the reserve
or miluimm compared to about 52 percent in the U'S Armv today. The basic unit in
the IDF is the brigade, either armor, infantry or airborne. . . E'ciui a t w
armoy... Unit equipment is niever switched between individuals or crews who

perform their own maintenance when training. ... The number of dakys the Israeli
citizen-soldier trains v'aes... Jbutl the minimum amount of tine required b -y law

[during peacetime/ is very close to the drill days authorized for US RC units.

administration andi the maintenance of stores do)es not have the need to) inobili:e its 1\'ercl\
and equipment. T1he inilt-iirnm bri,_ade has ai units 11s raipidly a, the lDF requLires.; butne'a
Keva liaison otticer who tunctions as ai pers;onnQl mo1re responsive sstemI than the one in p.
mnanacyer aind imintains contacts with the r, - h,, , d\-, e'peciallv tor combait units 'tich ith

se rve soldiers. Thiis ofcer has couinterparts in r,1oundout ibriiades. TheC numb11er of dav, the
each ot the b-riades. lie hasi. a direct line to the raicli citizen-soldiier trains \-aries, ai ,reat deA :u
battle comm rand ers, who mi,_ht b~eeither Keva it) s dependent on thle poltical clim11ate "t the.
inill.imm11 ofticers. An with their staift's thait may -hin. However, thle m1111inimum 11L11 a o t 7-
als"o b~e a composite of thle two comnponents. - r equLiredi by\ I aw" in a reailistic. pea. cetimec en'..\ -

BLcauLse ot thle need~ to) have equipmnent re:idv\ nent1 i1 ven- cdose to the dill dAs authorue-".
tor iimm-edia- .1, s ndbcauLse ot miodem weiip- US RC uinit>,. It the ODF has accepted~ thi'
on sophistication, another cadre exists within is a standhri and ticki> its reser-ve imda
each miluinmm unit. This, is a; cadre of Keva, non- into combakt. im, it not possible tot the L S 14

c.ommissionedl ofificers and enlistedi mlen who are 'horten their moiiaintime.'
the day-to-day "nmintenance, repaiir and~ suIpply The IiF has a very pos0itive attinid'e towaird' '

specilits.' It is this, caidre vystemi that caethe :reserve. Obviouslv with the bulk ot the tor: .

Israelis in the 19- 3 Middile East WVar the abiility t he IImIiluimm11, Ithe epai ha s to be th ere.7
to haesbtnia lmnso fouir reserve I- DFcdestm exrel ucsl.1.

VIio ns fiehtinc_ actively on both fronts within 30 mzensoKvaticr oreeeuisar

hours of the surprise Arab oftense and is, proof oft ceptedi as, the normi aind ippairentlv do not .1-cct
the _,eneral efficiency ot the system, andJ of its career mobility. InI tict. thlese aIssiunmen(1ts c
iverwhelmini- success in this instance. "~ enac 0(ij1ICadivanIcemenCt. Reva- ofticers at

T1he Israeli army's toirce stnicture provideCs thle 'I(_IIIC diown1 to battalion level In conlimmaaIn I.'
example of just hiow harp that readiiness edmze 'tatf positions. Thiese cadre ire placedi n IPF -,
can b-e honedCL t'r miiilFtin he US; Army miimmII units with no pirtmiir it ott, --
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than finding the best officer for the assignment. our traditional force structure and break throuzh
There appears to be no official or unofficial ratio the conflictin. philosophies and preconceived
of miluimm to Keva command positions. il- attitudes to develop a viable trce structure tor
luimm officers who show promise can command the future.
at brigade level and are on some division head- A cadre system for a portion of the AC, Army
quarters staffs. The elements of stability, experi- National Guard and Army Reserve is essential to
ence and knowledge of Keva officers are major maintain a viable deterrent force. There must
factors that produce superior battlefield results continue to be an AC of sufficient strength for
for miluimm units. immediate deployment, Ready Reserve troop

Since Keva cadre soldiers mobilize with the program units to support contingency operations
miluimm unit, their expertise is of extreme value and units of the Army National Guard to rein-
in combat and adds to the efficiency of the unit. force early deployment. The actual size of each
The number of individuals assigned is unavail- must be determined by the National Command
able, but it appears significant. This arrange- Authority, not only considering secunr needs
ment seems to be similar to US Mobilization and but also selecting the most cost-effective mix.
Training Equipment Sites/Equipment Concen- The recommendation for the cadre system is a
tration Sites and Area Maintenance Support concept; the actual numbers, units and ieo-
Activities. The most significant difference be- graphical locations will require a significant
tween the two armies appears to be the IDls em- amount of staff work that is beyond the scope of
phasis on driver and crew responsibility for an as- this article. Some consideration must also be
signed vehicle, given to the mix of these cadre units within lar -

The IDF cadre system is battle-proven. Mi- er units. Troop reductions and budgetary consid-
luimm unit readiness, rapid mobilization and erations will have a significant impact on what
combat effectiveness are partially the result of the cadre systems will look like and how the en-
the influence of high-caliber Keva officers and tire force is eventually packaged.
enlisted personnel assigned as commanders, staff One cadre svstem could consist of a number of
officers and support personnel. The Israelis have AC units selected to be withdrawn from overseas
proved that a cadre system can be effective even and units currently stationed in the United
with 60 percent of its total force and 65 percent States. The AC cadre in this instance should
of its combat arms units in their reserve. consist of key command, staff, support personnel.

officers, noncommissioned officers and enlistedA Cadre System for the US Army soldiers. The cadre maintains the units adminis-
While the United States continues to have trative integrity and equipment. There must also

the luxury of more time to mobilize than the Is- be another mission to make the system cost-
raelis, reductions in force and the new global en- effective. The cadre in this regard will be respon-
vironment dictate an improved or more viable sible not only for equipment maintenance and
system than now exists. Fortunately, our 20th routine administration but also the screening
century conflicts were either small or far re, and training of IRR soldiers within a reasonable
moved geographically. This meant that regard- commuting distance. Peacetime missions such
less of how long and halting mobilization was, as the "war on drugs" should also be considered.
the nation's survival was never at stake. Deep To date, IRR soldiers have had no require-
Army appropriation cuts, not seen since the De- ment to train other than a one-day screeninz.
pression, now come at a time that is more dan- The secretary of the Army has the authority to
gerous than the 1930s and with global commit- call them to active duty for 30 days of trinmiz
ments not imagined in the interwar period, annually. The IRR can be called to active duty
With the experience gained in Desert Shield and only if war is declared or in a state of national
Desert Storm, the time has arrived to reexamine emergency as in Desert Shield and Desert Stom.
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Deep Armyk appropriation cuts, no, seen since the Depression, now, come
at a time that is more dangerous than tihe 1930s and withi global commitmentis ma0
imagined in the interwar period. With the experience gained in Desert Shield and
Desert Storm. 1/ie tine has arrived to reexamine our traditional.force stricture' anid

break through the conflicting philos~ophies and preconceived attitudes uto

develop a viable force structure for the future.
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Army Reserve Personnel Center, which by regu- budget adjustments will continue in a downward
lation, now manages all Army Reserve officers, spiral, and the AC will continue to diminish in
will be able to manage them in fact as well. size. To plan any sizable operation, even a Ure-
Currently, the center manages Active Guard nada or Panama, will require increasingly more
Reserve,'Individual Mobilization Augmentees rapid mobilization of RC units.
and IRR members. The center will now, foar the Greater emphasis must be placed on a flexible
first time, manage troop program unit enlisted force structure that is economically sound and
soldiers. This centralized management for the professionally responsive. A balanced combina-
Army Reserve can enhance a cadre system. tion oftAC units, early deploying AC cadre units,

One problem the Army faces now that also af- Army Reserve and Army National Guard units
fects the cadre system is military occupation spe- with increased Active Guard Reserve cadre and
cialty (MOS) mismatch. The Israeli army del ib- supporting AC personnel will provide a trained
erately overstreng-ths certain MIOSs to ensure aind ready force that has rapid mobilization and
that these skills appear in its reserve units. To in - deploylment capability. These forces will give
troduce such a program would be an act ot faith follow-on Army Reserve and Army National
on the part of the AC, for it implies an integrat ed Guard units time to mobilize, conduct postmobi-
Total Army concept of mILtually supporting lization training and then, if required, deploy.
components. However, this leads to another The United States has never followed
problem within the force. through on plans for an effective peacetime force

There still remains a lack Of understanding structure. The cadre system offers an opportuni-
about, and a decisive commitment to, the RCs rv to create a viable force within peacetime bud-
on the part of a portion of the AC. If the Con- get constraints. A cadre system for the US Army
gress continues to support the cur-rent force can work, perhaps not with the rapidity of the Is-
structure with an across-the- )ard personnel raeli army, but with sufficient effectivness to
reduction, this problem will remain an irritant, meet this nation's defense requirements. What
However, as the influences of a peacetime envi- is needed first is a commitment anid dedication
ronment after Desert Strmn become greater, to a true one-Army concept. MR
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WE WILL have a smaller post-Gulf \Var
WV Army. With this reduction in Active Mucti of what we are learning

Component (AC) and Reserve Compon, ,t from the Southwest Asia mobilization
(RC) forces, it becomes obvious to all profession- increasingly points toward a need for
als that training will take on added ir" xortance, ways and means of 'jump starting" RC
especially in the RC. These realities pose several unit training in order to rapidly bring it
questions that must be ans vered if rea liness is to to AC standard. This need is especially
be adequately mahLdineo. Will the Reserves critical if the organized force base.
(the Army National Guard [ARNG] and US Active and Reserve, grows smaller.
Army Reserve [USARI) be able to train to C2 may be an area that can provide
standard in a smaller force? If the training re- optimum leverage.
source pool grows prc :)rtionately smaller with
the force, will the Army, on its lesser base, be able
to "surge train" as it did in the early stages of Des- with the three heav ' ARNG brigades activated
ert Stield? Will this smaller Army be able to sup- in November and December 199C. Pcau2-e ot
port an intensive postmobilization "lane training the difficulties experienced by ther C- elements
strategy" like the one used to train three ARNG in rapidly achieving effectiveness in the chal-
heavy brigades in the winter of 1990-1991? lenging training reimen required of maneuver

The answers to these questions are being tormations. C2 appears to be a particularly lucra-
pieced together now from the unfolding lessons tive area to focus resources and effort to rapidlv
of operations Desert Shield and Desert Storm. This bring units to standard. To achieve expediou,,
article addresses one very important area of con- integration ot these key RC units in, the Acie
cernm-tactical command and control (C2) Of force, C- as the controlling agent of unit rminim.
RC maneuver units in peacetime. Specifically, to standard is the essential catalyst. This includes
it focuses on the role this command element premobilization and pOstmobilization trainin..
plays in peacetime training. Much of what we The questions and discussions offered here are
are learning from the Southwest Asia mobili:a- intended to find better methods to 'meet the
tion increasingly points toward a need for ways peacetime and transition-to-war C
and means of "jump starting" RC unit training ments. The recommendation proposed i- made
in order to rapidly bring it to AC standard. This considering mobili:ation requirements ,,n A
need is especially critical if the organized force smaller force structure.
base, Active and Reserve, grows smaller. C2 may The Heavy Force Challenge
be an area that can provide optimum leverage. Because the range of combat, combat suppo\rt

This view appears to be particularly valid based and combat service support units in the Re-erves
on postmobiliz ;,-n day (M-day) experience is so immense, this discussion is restricted to
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consideration of the heavy maneuver force. This shown (and continues to show) the tidl-time
does not mean that the discussion is irrelevant to professional how much he does not know.
the other arms. More important, the heavy force Considering that the AC full-time protes-
maneuver unit depends on successful mastering sional has the advantage of eating, sleeping and
of support, leader, tactical and execution skills at living in the environment of unit administra-

tion, maintenance, personnel management, dis-
cipline, and so forth, these mundane but essen-

The heavy force maneuver tial subsystems have become second nature.
unit depends on successful mastering They are almost a reflex in the juggling act oes-

of support, leader, tactical and execution tablishing priorities for a heavy force command -
sills at an increasingly rapid pace of er. In contrast, his part-time Reserve counter-

operations at all levels .... Along with part does not regularly experience this
political, doctrinal and other reasons, environment and even when he does it is amid

tremendous technological changes Reserve-unique (particularly for the ARNG)
have caused an exponential advance in challenges of soldier retention issues, familiarity.
complexity... The heavy force brigade political considerations, and the like.
or division depends on synergyfrom an Of even more concern, the systems of person-

extensive array of individual and nel administration, discipline, maintenance.
collective skills. It has to achieve this supply and others are different from those of the

synergy in an environment of Active Army. Even with a "well-oiled" ma-
unforgiving lethality, chine, going from a known system to a different

one is not easy -and takes time. When con-
fronted with multiples of new systems, without

an increasingly rapid pace of operations at all generous adjustment time worked in, the transi-
levels from individual soldier to brigade. Along tion could be "rough" (if not resulting in a total
with political, doctrinal and other reasons, tre- breakdown of unit function). It is important to
mendous technological changes have caused an note here that we are not even talking about the
exponential advance in complexity on the business of training to standard in the demand-
heavy force battlefield. So the heavy force situa- ing art of tactical and operational movement
tion best illustrates the objective of this article, and employment of forces (moving, shootin
More than any other force package, the heavy and communicating of units).
force brigade or division depends on synergy Given a reality like the one just discussed, how
from an extensive array of individual and collec- does the Army approach the diffcult challenge
tive skills. It has to achieve this synergy in an en- of being able to expand itself from a smaller base
vironment of unforgiving lethality and one in during mobilization? How does it expand
which there are few master practitioners of the through varying, and possibly increasing, levels
C2 art. of force size in response to a wide range ot poten -

It is key to note that with the advent of force- tial contingency operations (CONOPS) alonL,
on-force training technologies, the wise and the continuum of conflict? How will the Armv
perceptive Active Army commander and his C2  be able to do this if it is significantly smaller than
headquarters quickly learned their limitations it is today, particularly if its Active training intra -
on the modem heavy force battlefield. The structure of institutions, individual and leader
National Training Center (NTC), Fort Irwin, training systems are included in the downsi:inc,
California, with its instrumentation, the Multi- of the Army?
pie Integrated Laser Engagement System It is very clear that there must be a viable Re-
(MILES), and detailed after-action review proc- serve structure that can quickly "fill out" the
ess, has proved to be a humbling place that has force to necessary expanded levels. But, we must
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I4

now ask whether the Total Force svstems that
have evolved can meet the challenge of training I4
an expanding force? Certainly, we can see rela-
tive validity in the current system with Reserve
combat service support units and individuals.
The service support skills developed in peace-
time are almost immediately transferable to a _
full-time military sphere. The most obvious ex-
ample would be the medical area. However, -'

arms such as heavy maneuver, which depend on
a tough, training regimen to achieve synerg
have a tremendous challenge in peacetime.
Even with the intense full-time effort of Active
units, it is not easv. For the Reserves it is harder,
and the traditional system may need revision. Ds o
This is particularly the case if the Reserve heavy ations ofier -

forces must be used quickly.
Let us assume, then, that the nation will have

an immediate need for additional heavy force
units. These units will have to be less dependent
on a robust Active Army training base for certifi-
cation in meeting "trained to standard" require-
ments because the smaller force will be lean. If
the country requires rapid train-up of these
forces, we must seek alternative methods to
bring soldiers and units to basic levels of skill
qualification. We must identify a factor that can -

compensate for time. With the advent offorce-on-
A possible answer is the C2 mechanism. If C2  force training technologies, the wise and

elements can maintain high levels of competen- perceptive Active Army commander
cy, the major effort during train-up can focus on and his C2 headquarters quickly
providing competent soldiers and crews that can learned their limitations on the modern
be more quickly organized into ready units. heavy force battlefield. The NTC...
These units can then be moved through a rapid, with its instrumentction, the MILES. and
tough, go-to-war train-up strategy and can be detailed after-action review process.
brought up to collective training standard quick- has proved to be a humbling place that
ly. But this highly competent C2 mechanism is has shown thefull-time professional
not easily achieved. C- has proved to be one of how much he does not know.
the most difficult of the battlefield operating sys-
tems for the RC leadership to master in its lim-
ited training time. Leaders with active service gade and above, fully manned by full-time Ac-
levels of competency in C2 are needed to "jump tive soldiers, and we should investigate that ave-
start" the system. How do we get them? How do nue as a solution.
we structure the Reserves to maintain an ade- The remainder of this article presents a possi-
quate level of C2 proficiency so that their units ble approach. Discussion is generated with tIll
can focus their train-up time and emphasis more knowledge that some of what is being offered
efficiently? One answer is a C2 structure at bri- treads on emotional areas. This is particularly
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this node fulfills its wartime C2 function.
The ACfull-time professional Previous comments alluded to the recent ex-

has the advantage of eating, sleeping periences with competency levels that can ie
and living in the environment of unit - expected from certain types of inactive C2 nodes

administration, maintenance, personnel upon mobilization, especially the types of C"
management, discipline, and so forth... that promise to become more difficult to master.
these mundane but essential subsystems These are the maneuver types of C2, particularly
have become second nature. They are for the heavy force. The anticipated reduction
almost a reflex in the juggling act of in size of the CONOPS Army and the time re-

establishing priorities for a heavy force quired for our traditional Reserve C 2 system to
commander. In contrast, his part-time reach certification standards based on recent
Reserve counterpart does not regularly ARNG brigade mobilizations do not bode well
experience this environment and even for future battlefield success. We must seek an al-
when he does it is amid [the] Reserve- temative system.

unique challenges. A model worth considering is as follows:
0 For maneuver (combat arms) forces, or-

ganize nothing above the battalion level. It

true of the ARNG. The intent is not to divest could be argued that the level should be compa-
the Guard of a mission or the nation of its militia. ny or brigade, but for the purpose of discussion
In fact, the approach endeavors to preserve the here, battalion is most appropriate.
best of the ARNG traditions, while confronting 9 Tactical C2 above that level is fully AC
the emerging realities of the smaller, fiscally con- headquarters, responsible for training and con-
strained, CONOPS--oriented Army. This is a tingency mission readiness.
world where technical incompetence of maneu- In the case of ARNG units, the militia fiinc-
ver forces promises to reward that incompetency tion remains intact in that, for administration
with large-scale death of our soldiers. Neverthe- (and strictly state requirements), the battalion
less, it remains a world where the nation may and separate companies report directly to the
have to rapidly expand its forces to significant state adjutant general, who also retains a post-
levels from a smaller Active base. mobilization mission as currently described.

This discussion fully appreciates that what is possibly one that could be expanded and refined.
being considered-rapidly available units Such a system retains the proud tradition of
trained to a high standard-is a function of many the ancient National Guard regiments, some or
factors. However, as a single area that might ex- which saw active service in the early Colonial
ponentially contribute to a solution, especially Indian Wars and against the French in the Seven
on reduced means, the focus will be on the C Years' War (French and Indian War).' In the
area. The potential payoff is worth a sincere and case of the infantry particularly, we have the onlh
objective review, maneuver units of our Army that fly battle

streamers from the Revolution. To say the least.
A C2 Approach for the this heritage is worth preserving, even it re-
Maneuver Unit Reserves sources are constrained.

The title of the article refers to tactical C 2 of The issue, certainly a political one, is what
Reserve units. There can be considerable argu- happens to ARNG, and to a lesser degree.
ment over a precise definition of this notion. For USAR brigade and divisional command head-
purposes of this discussion, it applies to a peace- quarters? Certainl; on tradition alone, some ot
time C 2 node (headquarters) that oversees all these headquarters represent great and worthy
warfighting training, individual and collective, American military history in World War I.
of a set of subordinate units. On mobilization, World War II and Korea. However, none have
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Arms such as heavy maneuver, which depend on a tough, training regimen
to achieve synergy, have a tremendous challenge in peacetime. Even with the intense
full-time effort of Active units, it is not easy. For the Reserves it is harder, and the

traditional system may need revision. This is particularly the case if the Reserve
heavy forces must be used quickly.

fought since. 2 Certainly, some of these could be mental (today's brigade) and division levels in
used to create the C- system proposed here. National Guard units, substantial periods of

More germane to the discussion, what hap- train-up were necessary to reach the standard of
pens to the part-time senior officer practitioners that time.3 Significant infusions of leader per-
of the art of war' It is possible that in the heavy sonnel from the Active Army pool were part of
maneuver arena, in a CONOPS environment, the process (Regular Army, Army Reserve and
we have reached a point of national transition. Army of the United States). In fact, the Jivi-
That is, the business has become so specialized, sions, as the war progressed, came to have the
complex and technical that it requires the dedi- personnel character of most other divisions in
cation of full-time professionals. Otherwise it the Army. This was a result of individual re-
will not work. This is certainly a tough pill to placements at the soldier level from the draft
swallow given tradition, law and political inter- pool and complemented what was happenine
ests. However, in terms of senior-leader roles, all with the leaders. 4

is not bleak. All senior leaders above the grade The same situation occurred with the six
of lieutenant colonel, of all Army components, Guard divisions federali:ed for Korea. Even
will have to accept a smaller system anyway; so though a fair percentage of the Guardsmen in
the real issue becomes one of making our smaller 1950 had battle experience that was only tive
Army as good as possible with considerably fewer years old, the divisions, during their post-,\ 1-day
resources. Tough choices cannot be avoided, train-up, received significant numbers of pet,ple

An important point must be made here. This from the Active Army replacement system to
is not a slap at the professionalism and dedica- bring them up to strength. They all required a
tion of Reserve leaders. Even with the somewhat four- to six-month train-up before deployment
slower C2 systems and less capable weapons of overseas (40th and 45th Infantry divisions to
World War II, to produce proficient C 2 at regi- Korea and the 28th and 43d Infantry divisions to
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Germany, the 31st and 47th remaining in the tion up to certification of the brigade by the
Continental United States). 5 The 43d Infantry, CONUSA.
from September 1950 until its return from Ger- These headquarters would consist of a mix of

many to the United States and state controL in Active Army, USAR and ARNG officers and
June 1954, was over that time transformed into soldiers in a full-strength brigade or division

headquarters organization. All Reserve person-
nel would be in an active duty, fill-time capac-

The 43d Infantry, from September ity. The commander and operations and train-
1950 until its return from Germany to ing officer would be Active Army officers. The
the United States and state control in deputy commander would be of the RC that pro-

June 1954, was... transformed into a vided the majority of the subordinate battalions
division very similar in makeup to Active and separate companies.
divisions of that time. For example, the These headquarters, in addition to planning

division chief of staff and regimental and supervising the war training of their assigned
commanders by 1952 were all Regular battalions, would be responsible for conducting

Army officers. their own aggressive warfighting training. The
objective would be a headquarters trained to
standard as a tactical C2 element. They would

a division very similar in makeup to Active divi- accomplish this mission through individual and
sions of that time.6 For example, the division collective training designed to build and perfect
chief of staff and regimental commanders by the ability of the headquarters to C2 subordinate
1952 were all Regular Army officers.7 In fact, the battalions, train them and properly orchestrate
division that returned, less the small contingent all necessary support functions. This training
of remaining Guardsmen, was redesignated as would incorporate use of command post exer-
the 9th Infantry Division.8  cises (CPXs), Army Battle Command Training

If a smaller force, in a world requiring more Program (BCTP) exercises and C2 of Active
rapid force availability, must have some of its battalions from other Active brigades for exer-
critical maneuver elements, (particularly parts of cises and training purposes.
its heavy force structure) in the Reserves, it is be- Through this device of fully Active and thor-
coming increasingly critical to bring these for- oughly trained C2 nodes (headquarters), the ac-
mations more rapidly to certification. As the C 2  tivation, training and ultimate fighting of Re-
function also becomes increasingly complex, our serve battalions would be in the hands of
current system fails to meet the requirement. seasoned staffs experienced in modem C' fCunc -

Noting recent and past experience, the an- tions and professional in its execution. The lead-
swer may be the fully Active brigade and divi- ership problems and dislocations of the past at
sional headquarters outlined here. These head- brigade (regimental) and divisional levels would
quarters would have no troop units permanently be greatly mitigated. Reserve units will be more
assigned during peacetime. However, they focused on maintaining readiness standards at
would have a Table of Organization and Equip- the level to which they are trained and. there-
ment (TOE) complement of RC battalions, fore, will become a known quantity for stmteiic
They would be responsible for "war training" planners. With individual and platoon-level
these battalions in peacetime up to platoon level training accomplished by the Reserve battalions
on the 39 Reserve training days available each during their 39 training days per year, and bn-
year. These headquarters would be organized un- gade and division headquarters training accom-
der the Continental US armies (CONUSA). plished by Active full-time commanders and
They would be responsible for the pre-M-day staffs year-round, postmobilization trainini, can
and post-M-day training strategy and execu- then focus on collective unit training at compa-
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A,,

NM forw almost

Even though a fair percentage of the Guardsmen in 1950 had battle
experience that was only five years old, the divisions, during their post-M-day train-
up, received significant numbers of people from the Active Army replacement system

to bring them up to strength. They all required a four- to six-month train-up
before deployment overseas.

nv to battalion levels. This produces a much able to the two components in terms ot career
more managzeable training eftort and a torce that progression. Also, rank structure,, could be de-
can be ready rr contingency missions in a much veloped whereby the deputy commander ot a

,horter time. brigade, whose commander is an Active Ar m
Because the brigade and division C- elements colonel, might also be a colonel ysimilar to a svs-

are composites, full-time ARNG and USAR ot- tem used by the Gennan Bwktdsuehr's : "
ticers are nor denied the opportunity to advance heer). This relationship would have to be care-
and obtain experience. If anything, such oppxr- full" considered for its ramnitications. :ut it
tunities are enhanced through a tiglhter associ- could work.
aton with Regular Army counterparts in a fill The objective, then, is to have all tactical 4,
operational active duty environment. RC as- structure in the Army at brigade and division ev -
,inments to thee postings can be on a rotation- els on a fully Active ftxoting. Some 4tIt. the mot

al or long-term basis, whichever is more prefer- ready for deployment, consists of th intllm ned
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has learned through demanding rotations at theC2 has proved to be one of the NTC and its virtual war environment, it is a
most difficult of the battlefield operating tough, complex business, and the battlefield "'

systems for the RC leadership to master pitiless. Even the wisest Active C2 element.
in its limited training time. Leaders with trained in an active duty situation, improves and

active service levels of competency in more fully appreciates what it does not know.
C2 are needed to 'jump start" the This battlefield does not know politics back

system.... One answer is a C2 structure home, only performance and results.
at brigade and above, fully manned by

full-time Active soldiers, and we should Finding the Assets
investigate that avenue as a solution. At first, formation of fully Active brigade and

division C2 units for the entire force sounds likeWhat happens to the part-time a massive undertaking. It may seem even more
senior officer practitioners of the art of difficult in view of currently authorized and cer-

war? It is possible that in the heavy tainly, projected Active and Reserve force lev-
maneuver arena, in a CONOPS environ- els. However, the Active Army personnel may

ment, we have reached a point of be available in the form of soldiers and officers
national transition.... The business has assigned to the readiness regions, some US

become so specialized, complex and Army Training and Doctrine Command (TRA-
technical that it requires the dedication DOC) assets, recruiting commands, and so

offuU-time professionals. Otherwise forth. Noting that these units will be hybrids of
it will not work. Active, Reserve and ARNG forces, the person-

nel in such a program are probably available
Active Army formations (today's AC force with appropriate reorganization. This would be

possible since the essential functions for many ofstructure). The remainder of brigade and divi- these current organizations would be assumed
sion maneuver force headquarters would control by the proposed C2 units. This is apparent
ARNG and USAR units for contingency mis- when we review readiness region functions that
sion training. Each ARNG unit would remain provide substantial Active Army counterpart
under its state adjutant general for state missions. su tatal anne arme coune
In other words, this is a system of cadre headquar- support to a fully manned, part-time Reserve C-structure.
ters to which Reserve units are assigned. Using Probably more germane than all of this ration-
this system, it is anticipated that the Army could ale is the very real possibility that by 1995, the
reduce the train-up time of Reserve forces be- Army will not be able to afford to man and train
cause of an immediately proficient C' capability, the force the way it has been doing it. The cur-

Certainly, there is a broad range of different rent system will have to change regardless. In
combinations that could be applied. Some ex- r en it i s av a ale in
amples include: a mix of Active and Reserve bat- terms of equipment, it is basically available in the
talions assigned to AC headquarters, different sItCr t T he orce ave tie
mixes of components in the C2 elements of these nxtni reqirees the force overthe
headquarters such as some commanded by e easdecreases.
USAR or ARNG officers with Active Army de-
puties, and so forth. However, as the recent ex- The New Total Force
perience with the intense heavy force training of In this discussion of an approach for producine_
the ARNG brigades activated for Desert Storm an expanded battle-ready ground maneuver
has shown, it takes more than 70 days to bring force from Reserve assets, the focus is on a C- s-
inactive heavy force C' elements to baseline lution. We have seen the increasing difficulty ot
competency. As the Active Army professional taking the continually modernizing lethal and
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The recent experience with the in- Certainly, there may be legal, political and
tene e ce traieiene with the n other hurdles to these admittedly controversialtense heavy force training of the ARNG proposals. However, the time for rigid adherence

brigades activated for Desert Storm has to previously acceptable, traditional systems is
shown, it takes more than 70 days to past. This is particularly true now for finding

bring inactive heavy force C2 elements to ways to rapidly expand the heavy force to meet
baseline competency.... Even the wisest a wide array of missions in a CONOPS environ-
Active C2 element, trained in an active ment. The battlefield we are talking axut is far

duty situation, improves and more fully too deadly and our future forces will be too scarce
appreciates what it does not know. This and valuable a commodity to squander. We must
battlefield does not know politics back find solutions, such as those proposed here. re-

home, only performance and results. gardless of how politically unappealing they may
be. Our smaller force for the future must be com-
posed of the best mix of Active and Reserve com-

and USAR officers would be adapted to accom- ponents. It must also be trained in such a %ay
modate a scheme of periodic assignment to ac- that gives our soldiers the best chance for success
tive duty with the Active brigade and division on the battlefield and makes the best use of our
headquarters. nation's human and material resources. MR

NOTES
1. Such units as the 182d Infantry (in 1733, tf'e 1st Regiment of Militia of missioned-of the National Guard units enough in advance to train tnem to re-Middlesex). Massachusetts National Guard. which claims an organization date ceive and in turn train ther units when mobilized." Page 605 has an eorualtyof 1636, along with other Massachusetts regiments. provided the basis for a- illuminating poin 'The National Guard hada n its rosters many officers ana non -

nually formed provinoal regiments dunring the Seven Years' War, sometimes commissioned officers who because of a Lack of adequate training were nottaiing the field itself for short penods, exemplify tese traditions. This particular adept either in military slills or leadership.' The 32d Infantry Division wasregiment is authonzed battle streamers to its colors for Lexington. Bostn, Oue- brought into active federal service in May 1940. Shelby L Stanton S. Order of
bec. New York 1778 and New York 1779. Foradiscusao of lineage and hon- Bafte U.S. Amry in World Waril (Novato. CA: Presidho Press. 1984). 112 Units
ors for the 182d and others such as the 116th and 176th Infantry. two Virginia of the diision first entered combat in September 1942 and still were not trainedregiments that saw much service dunng the Seven Years' War (though both reg. to standard for the type of warfare they encountered, Lida Mayo s Biooov Buna
iments have earlier lineage, they both trace from the 1st and 2d Virginia regi- (Garden City. NY- Doubleday and Company, 1974),54 By this point ',e war.ments of this war, the 1st having been commanded by Colonel George Wash- key commanders of the divisons. (for example. MG Edwin F Harig, corn-
inglon) and the Revolution. see James A. Sawick's Infanty Regiments of re mander, 32d Division) were Regular Army officers. The bottom line is .mat ,rain-
US. Army (Dumfries. VA: Wyvem Publications, 1981). For a discussion of how ing to standard takes time. even in a less technocratic war and. ultrrnateiv takes
provinoal regiments were raised from militia units in Massachusetts and other the most talented trainers in the force to succeed.
colonies, see Fred Anderson's A People's Army (Chapel Hill, NC: University 4. A very good discussion as to why this occurred is proVoedn Kee, Rob-
of North Carolina Press, 1984). 26-27. erts Greenfield. Robert R. Palmer and Bell I. Wileys. U.S. Army tn Vono War

2. For a good summanzation of battle service for divisional units that now I/: The Army Ground Forces: The Organrzaton of Ground Combat Troops.
exist only in the Army Reserve or National Guard see. The Army AlmanaC (Washington. DC: Office of the Chief of Military History. 1947). 244-:5
(Harrisburg. PA: Stackpole Company. 1959). 650-95. The listings are for 5. James F Schnabel. U.S. Army in the Korean War: Policy anor L>rrc on
World War 1. World War I and Korea. Though Reserve divisions were moi- The First Year (Washington. DC: Office of the Chief of Military HiStoy. 1972).lized during the Cuban missile cnsis and Berlin Wall situation, none have seen 124-25. 294. 345 and 385: provides considerable discussion aboul eaoness
battle since Korea. challenges and the character of these units.

3. Some insight to the leader problems encountered is provided in a discus- 6. A letter, dated 11 September 1972 from the US Army chief of r,-,tarv rus-sion in LTC Marvin A. Kreidberg and 1LT Merton G. Henry's. History of Military tory. provided a lineage and honors for the 169th Infantry, a subordna e uri- of
Mobilization in Ite United States Army 1775-1945 (Washington. DC: Depart- the 43d Infantry Division, that established5September 1950asthe mo,zation
ment of the Army Pamphlet 20-212. 30 November 1955),604-605. The follow- date with 15 June 1954 as the release date from active federal se'v,'ing quote from page 604 is interesting. -In National Guard units the state of 7. Unnumbered pages 14 through 17 of 43d Infantry Division Pi ona Re-
training was such that men who were themselves incompletely trained were view, 1952. and the Register of Graduates. United States Militarv ACaoemv.
called on to give basic training to raw selectees. Mobilizaton plans and reguta- vety the Regutr Army/ sitatus ot thes citkars.
tions had made no provisions for assembling the cadres--officer and noncom- 8. Reassignment orders for CPT R. W. Rozman. June 1954
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0The ARMY
NATIONAL GUARD
in a Changing Strategic Environment

Colonel Gary L. Adams, Army National Guard, and
Lieutenant Colonel Dwain L. Crowson, Army National Guard

O N 13 DECEMBER 1636, three Massa- ture mix; levels of resourcing; and, finally, the
chusetts Bay militia regiments were orga- factors of force readiness and availabilitv.

nized, later to be mobilized for the Pequot War This article makes a collective assessment ot

of 1637. In 1775, they fired the "shot heard how the threat, strategy, doctrine, mission, force
round the world" at the battles of Lexington and mix, resourcing, readiness and availabilit. are re-
Concord to begin the Revolutionary War.1  lated to defining how the ARNG can be used

Following this auspicious beginning, the under the Total Force policy to secure objectives
Founding Fathers placed the militia clause in the associated with both federal and state missions.
Constitution so that the new nation would rely New and sometimes controversial views are
on a small standing army in peacetime yet could presented, with the primary purpose being to
expand its forces in war through the use of a help establish a basis from which to determine
large, trained citizen-soldier militia.2 This is the the future role of the ARNG in our national
background of, and the basis for, the modem- defense.
day National Guard. But will this militia serve The threat is the logical starting place for such
the nation as well in the future as it has in the an assessment because when paradigm-shifting
past? As we face the challenge of a changing events occur in the Soviet Union, Eastern Eu-
strategic environment, we must ask ourselves rope and elsewhere, that alter the nature of
whether the National Guard can play a major threats to our national security, then the entire
role in our new national military strategy and, if Army must make major revisions in how it orga-
it can, what that role should be. On this subjet, nizes and conducts its military affairs to counter
President George Bush said, "... reserves will be these threats.
important, but in new ways. The need to be pre- Threat. The Preamble to the Constitution
pared for a massive, short-term mobilization has specifies this nation's purpose and the justifica-
diminished. We can now adjust the size, struc- tion for the establishment of its Aned "orces,
ture and readiness of our reserve forces to help us which are:
deal with the more likely challenges we will * To form a more perfect union.
face." 3  e To provide for the common defense.

To determine the proper role for the Army * To promote the general welfare.
National Guard (ARNG), it is necessary to e To secure the blessings of liberty. 4

understand the relationship of the ARNG to the It is critical that we identify the threats requtr-
threat situation; our military strategy to counter ing a "common defense" so that we can ensure
the threat; the Army's doctrine for generating an American military force and capability
and applying combat power; the assignment of adequate to protect the inalienable rights of
appropriate roles and missions; the force struc- "life, liberty and the pursuit of happiness." In
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Opposing force armor bearing
down on a training unit's position
at the National Training Center.

..- '

The Army's doctrine must apply equally to all its components.
Only one set of doctrinal principles can govern mobilization, deployment, operational
art, tactics and redeployment. Even though there is but one doctrine, it must take

Reserve Component units into account to employ them effectively.

this light, the National Guard is justified by a text, it will be necessary for strategists to define
variety of threats in the following areas: how the ARNG will participate in this matrix.'

" National security. Strategy is the art and science of employing the
" The drug war. armed forces of a nation to secure policv obiec-
• Natural disasters. tives by the application or threat of force.' Thus.
• Civil disorder. it is logical to conclude that strategy also includes
" The environment, the art and science of employing National Guard
* The quality of life in local communities forces. Examples of the ARNG forward presence

and states. are the Equipment Maintenance Center it oper-
The National Guard is uniquely qualified to ates in Kaiserslautern, Germany, and the Avi-

assist in dealing with all of these threats because ation Classification Repair Activity Depot at
of its proven capabilities and dual federal and Brussels, Belgium. The Guard enhanced the
state status. Army's forward presence in 1990 by deploving

Strategy. As the threats change, so must our 21,475 personnel and 724 units for overseas de-
strategy and doctrine change to keep our forces ployment training in 58 countries.I

as viable deterrents. The new defense strategy The "cadre division" concept will offer the
emphasizes that our Armed Forces maintain ARNG the opportunity to be a major force in
strategic deterrence and defense, forward pres- the reconstitution process. However, the tu-
ence, effective crisis response capability and a ca- ture of the ARNG lies in its ability to provide
pacity to reconstitute themselves. In this con- combat-ready troops, from a Continental
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United States (CONUS) base, to respond rapid- £ ,,
ly to regional conflicts or major wars.

Doctrine. The Army's doctrine must apply
equally to all its components. Only one set-of
doctrinal principles can govern mobilization, de-
ployment, operational art, tactics and redeploy-
ment. Even though there is but one doctrine, it
must take Reserve Component (RC) units into
account to employ them effectively. For exam-
pie, the commander responsible for developing
the operational art for a campaign could be faced
with a major regional conflict where forward- ''-

deployed or rapidly deployable contingency , ,,
forces may only be able to deter or delav the en- i
emy until early reinforcements arrive in theater.
When early and follow-on reinforcements are in GT
place, the commander would have the combat te I.ate wheicopn-Aports8016
power to conduct defensive or offensive opera- Aorida

tions. AirLand Battle doctrine under a particu- Approximately 730,000 Guard
larly large, protracted or concurrent contingency man-days were expended [in FY 19911
scenario would have to accommodate large in support of local, state and federal
numbers of major ARNG combat units--as welt. counterdrug operations.
as combat support (CS) and combat service sup- As the importance of this mission grows.
port (CSS) units. Guard roundout brigades it should affect pending force structure
might constitute one-third of the combat power decisions because current organization.
in the early reinforcement package, and the equipment and manpower allotments are
follow--on reinforcements, if needed, would insufficient to provide the [high-techi
likely include ARNG divisions, unless divisions equipment and specially designed organi-
from Europe or Korea were withdrawn. zations the Guard requires.

Under a low-intensity scenario of short dura-
tion, Active Army forces would respond with as-
sistance from ARNG units that have unique ca- with older M60A3 tanks might be asig.ned to
pability assets, such as linguists. Mid- to protect a flank.
high-intensity operations of 120 days or longer Mission. After analyzing how emereinm,
will require substantial RC participation. There- strategy and doctrine impact on the ARNG. it

fore, modern mobilization, deployment and re- is appropriate to look ahead at missions that ca.n
deployment doctrine for the RCs will be just as be assigned to the Guard. The Guard's mission
essential as AirLand Operations doctrine is in today, as in the past, is to help maintain worid
how we fight on the next battlefield, peace and order by deterring war or, it neces-

Tactics in future campaigns will also have to sary, fighting and defeating the enenw. Petens.e
be tailored to RC capabilities if reinforcing planners must realize that the paramount mie-
units arrive with older, less capable equipment. sion of the Guard is to provide trained and
For example, while an Active Army division equipped forces when mobilized by Conress or
with new MIAI tanks and perhaps 60 days' the president.
combat experience in theater would spearhead The Constitution empowers Con.,ress to
an attack, a newly arriving ARNG division provide for calling forth the militia to execute
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the laws of the Union, suppress insurrections gineer and medical unit support. Furthermore.
and repel invasions. The Guard is uniquely h% training with host nation personnel, parricu-
suited to repelling invasions, since it has units in larlv in the Third World, US citi:en-,oiJicrs

contribute to world stability.
Before the Guard is assigned national securinp.

When paradigm-shiffing events occur missions, however, all factors affectim the
in the Soviet Union, Eastern Europe and accomplishment of those missions must be cwn-
elsewhere, that alter the nature of threats sidered. Moreover, the National Comremand Au-
to our national security, then the entire thorit" (NCA), under the Graduated Mobili:a-

Army must make major revisions in how tion Response system, must have access to the
it organizes and conducts its military RQs and be able to flexibly apply them in t&rce

affairs to counter these threats. generation and projection across a wide spec-
trum of contingencies. When opemtional secu-
rity and surnrise are important to the success ot

3,200 communities in the 50 states, Puerto Rico. contingency missions, it is more difficult to in-
the Virgin Islands, Guam and the District of volve the R:s. Ordinarily, Reserve torces must
Columbia. be resourced at levels consistent with their as-

Guardsmen in volunteer and full-time status signed missions to assure they maintain tle cor-
can also be a potent force in the "war on drugs." rect readiness posture. Finally, RC units must be
In Fiscal Year (FY) 1991, approximately 730,000 capable of deploying by the required dates speci-
Guard man-days were expended in support of tied in contingency plans so their .availability"
local, state and federal counterdrug operations. is approprate to their missions.
As the importance of this mission grows, it Force Mix. Once appropriate missions tor
should affect pending force structure decisions the Guard are understood, this factor helps
because current organization, equipment and define the force structure the ARNG needs to
manpower allotments are insufficient to provide accomplish these missions. lmpendin',, fiscal
the high-technology equipment and specially restraints and the changing international sirua-
designed organizations the Guard requires. tion not only mean the Total Force will be

To provide protection and relief during natu- smaller but also that it will be restructured to
ml disasters such as Hurricane Hugo or the San support emerging reliance on strategic Jeter-
Francisco Bay area earthquakes, the indispens- rence and defense, forward presence, crisis rc-
able services of trained soldiers (who are imme- sponse forces and reconstitution forces. This
diately available to governors or other state and means changes will likely be made in the torce
local agencies) are absolutely essential. In FY mix, or in the balance between heavy, light and
1990, there were 292 state emergencies that re- special operations forces; however, this balance
quired call-ups of the Guard. Guardsmen pro- must also include the right force mix of Active.
vided relief and assistance during 77 natural dis- ARNG and US Army Reserve (USAR) units.
asters and six civil disturbances that involved An optimal mix would be one that provides
23,000 guardsmen and used 207,000 man-days. forces of the appropriate size, structure and
Whether it is responding to floods, forest fires, availability to counter likely threats. But this
prison disorders, winter blizzards or search-and- must be a force that is affordable.
rescue missions, the ARNG is the most capable Missions should be assigned to each A.-nn
military component to call. component dependent on its availabilitv the

Guard and Reserve units can continue to en- relative peacetime cost to maintain it and its
hance the image of the United States by render- abiity to perform.
ing assistance to foreign nations such as with en- If the RCs can meet the required deployment
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dates with combat-readv units, combat and CS [ uardsmen search the wreckage of a crashed United

missions and force structure should be placed ines jet for survivors, x City, Iowa. 19 July 1

primarily in the ARNG, with CSS placed in F "
the USAR. This rationale is simply baseJ on
cost-effectiveness and the traditional assign-
ment of units between the ARNG and USAR.
If the mission requires substantial forward-
deployed forces or rapid deployment of
CONUS-based forces, the mission and force
structure obviously belong to the Active Army.
The challenge is in instances where there is un-
certainty about the size of the required force
and where rapid deployment of some portion of
the force is necessary-and later deployment of
reinforcements is anticipated. Then, the mis-
sion must be assigned to both components,
proportionate to the need. 9

On the average, it costs 30 percent as much to In FY 1990, there were 292 state
sustain an ARNG unit than an Active Army emergencies that required call-ups of the
one. While equipment procurement costs for Guard. Guardsmen provided relief and
various types of units are essentially the same for assistance during 77 natural disasters
both components, base operations programs and and six civil disturbances that involved
operational tempo expenditures can be reduced 23,000 guardsmen and used 207,000
substantially by transferring missions to the RC. man-days. Whether it is responding to
However, the largest savings come from the mili- floods, forest fires, prison disorders.
tary pay account, because the personnel costs of winter blizzards or search-and-rescue
ARNG soldiers is only 20 percent of that for Ac- missions, the ARNG is the most capable
tive Army soldiers. In addition, the ARNG has military component to call.
only 12 percent full-time manning-a further
cost advantage.

Next, the resourcing, readiness and availabil- Army budget, yet the Guard has approximatelv
ity necessary for the Guard's force structure to ac- one-third of the total Army personnel strenth
complish its assigned missions must be analyzed and furnishes almost one-half of the Annv's
because these factors determine how much re- combat units.l° Therefore, when strivin., to
liance should be placed on the ARNG. meet those missions that they can perform eftec-

Resourcing. With the impending budget tively, the ARNG and USAR are among the
reductions, the overriding concern for the mili- most cost-effective bargains in the defense
tary should be to retain the most cost-effective budget.
defense capability within our forces. Calls for an Over the past 10 years, the National Guard
equal or fair share approach to budget reductions has developed into a force that is combat read\
should be ignored; cost-effectiveness should (82 percent of ARNG units are rated (>; or
govern our decisions, since it results in the great- higher).' However, there is a definite price to
est combat power in relation to our expendi- be paid in order to maintain a Guard that has the
tures. readiness posture required for assigned wartime

The ARNG FY 1991 annual budget of$6 bil- missions. To correct battlefield deficiencies
lion consumed less than 10 percent of the entire noted during Desert Storm will require that the
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RCs receive more resourcing in terms of full- Guard 142d Artillery Brigade with [one battal-
time cadre support, extra man-days for special- ion] of NILRS and [two battalions of Ni ll0. By
ized training and the equipment required to be golly, they were good. I was able to see the bom-
interoperable with Active forces. - bardment laid down in front of me... the 142d

Readiness. Desert Storm raade it clear that was firing over my head... it was a sight I shall
the Guard units were ready and willing before remember for the rest of my days. Talking with
being asked, came when called, served with pro- an Iraqi artillery commander after the war, he
fessionalism and proved, in combat, that they told me that 90 percent of his crews on that posi-
could fight and win. The overwhelming evi- tion had been killed or wounded when this ini-
dence is that their readiness in terms of person- tial bombardment had gone in. He !ost more
nel, equipment and training was sufficient for than 70 guns in the space of an hour, which was

a pretty major achievement." I-

Even though the analysis of the readiness con-
[ChangesI in the balance dition, postmobilization training and deploy-

between heavy, light and special ment criteria for the three ARNG roundout bri-
operations forces.., must also include gades is not complete, several conclusions can be
the right force mix of Active, ARNG and drawn. General Carl E. Vuono, then Army chief
USAR units. An optimal mix would be of staff, stated the most important conclusion af-
one that provides [affordable] forces of ter the three brigades had completed their un-
the appropriate size, structure and avail- paralleled postmobili:ation training for Des'rt

ability to counter likely threats. Shield when he said, "The roundout concept is a

viable concept," thus paving the way for this
practice to continue playing an important role in

them to perform the mission. The resource in- the force mix. 13 The readiness reporting system
vestment made under Total Force policy proved needs to be revised so it gives a true picture of a
to be worth the price, unit's combat capabilities. Deployment doctrine

Some question whether ARNG units can at- should be expanded to delineate when combat
tain the training readiness required for future units would be deployed under minimum stan-
conflicts. This view usually stems from miscon- dards (C3) and when they should expect to re-
ceptions about the performance of National ceive extensive postmobili:ation training so
Guard units mobilized for Desert Shield. The fact they can deploy fully combat ready (C). Even
is that the Army was able to rapidly deploy 23 with the improvements that will be forthcoming
ARNG colonel-level commands and 37 lieu- from the recent lessons learned, indications are
tenant colonel commands to the US Central that roundout units will continue to require 60
Command area of operation in support of Desert to 120 days postmobilization training to com-
Storm. Two ARNG field artillery brigades plete maneuver training at the battalion and
deployed to Saudi Arabia within 45 days of being brigade levels.
mobilized and performed well in the ground Was the ARNG as ready as it could have
campaign, supporting the British ist Armoured been prior to Desert Shield? The answer is no.
Division, the US VII Corps and French forces. From a lessons-learned perspective, improve-
Brigadier Christopher Hammerbeck, the ments are warranted so readiness can be en-
commander of 4th Armoured Brigade (United hanced. Battle staff synchronization skills need
Kingdom) said this about the support received to be sharpened. The ability of ARNG units to
from the 142d Field Artillery Brigade (Arkansas sustain themselves logistically during extended
and Oklahoma ARNG): field maneuvers has to be improved. Units

"From the US Army, we got the National must learn the Army maintenance system and
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rely less on the ARNG's peacetime system. ods or three 10-day periods for higi-prioritr
Gunnery and maneuver proficiency to at least units. High-tech, low-density military occupa-
platoon level is an imperative, which means tional skills (MOS) need to be filled by frll-time
that units must train on adequate ranges. Non-
commissioned officers (NCOs) must master the
Common Task Test (CTT) so they can aggres- On the average, it costs
sively train their soldiers on these tasks at every 30 percent as much to sustain an ARNG
opportunity unit than an Active Army one. While

Greater emphasis on leader development is equipment procurement costs for various
required if Guard officers and NCOs are to keep types of units are essentially the same for
pace with their Active counterparts. Active both components, base operations
Guard Reserve or fill-time manning personnel programs and operational tempo ex-
need to possess solid leadership traits and high penditures can be reduced substantially
tactical proficiency. A working knowledge of by transferring missions to the RC.
US Department of the Army Field Manual
100-5, Operations, and AirLand Operations The ARNG FY 1991 annual
doctrine must become the rule rather than the budget of $6 billion consumed less than
exception. These deficiencies were largely cor- 10 percent of the entire Army budget, yet
rected during postmobilization training, but the Guard has approximately one-third
with proper command emphasis, they could be of the total Army personnel strength and
corrected during weekend drills and annual furnishes almost one-half of the Army's
training periods, combat units... the ARNG and USAR

There are products on the shelf that the are among the most cost-effective
Army and National Guard can use to enhance bargains in the defense budget
ARNG readiness for future missions. Full use
of the Combined Arms and Services Staff
School (CAS 3), the battalion and brigade Pre- personnel. Personnel, finance and maintenance
Command Course (PCC) and the Tactical systems can be automated to match Active
Commanders Development Course (TCDC) Army systems. Commitment and accountabil-
would be combat power multipliers for Guard ity on the part of the leadership will correct
commanders and their staffs. The upcoming shortcomings associated with doctrine, CTT
Battle Command Training Program (BCTP) and staff procedures. These changes are attain-
will enable ARNG divisions to train effectively, able.
Access to combat training centers is the ultimate We must not pretend the ARNG should
training experience, and Guard roundout or maintain the same peacetime training readiness
round-up units should complete a rotation as its Active counterpart. General John R. Gal-
through the National Training Center, Fort Ir- vin, supreme allied commander, Europe, com-
win, California, or Joint Readiness Training mented: "It all boils down to the tact that you
Center, Little Rock Air Force Base and Fort cannot train as well on about 40 days a year as
Chaffee, Arkansas, during the tenure of each you can on about 250 days a year. And thats the
commander. Proposed regional training sites difference between the Reserve and Active
would offer the ranges and maneuver space for forces."'14 It makes sense to conserve resources
combat units and special facilities for CS and and maintain a lower readiness profile, perhaps
CSS units. C3 during peacetime, if there is sufficient warn-

The outdated system of 15 days for annual ing time to conduct postmobilization raining to
training could be replaced with two 15-day peri- improve readiness conditions to Cl. This allows

MILITARY REVIEW 9 October 1991 41



RC units to train to the same standard, but on a propriate for the mission.
lesser number of tasks. Even high-priority units Two improvements are still needed to increase
such as roundout brigades with an early rein- the availability of both the Guard and the Re-
forcement mission will likely have time between serve for activation. First, the Army' mobili:a-
mobilization and deployment to enhance readi- tion procedures need refinement so each RC can
ness to full mission-capable status. Under the be integrated more efficiently. Second, the au-
emerging strategy and AirLand Operations doc- thority for the president to involuntarily activate
trine being formulated, the Guard can be ready. the Selected Reserves (Title 10 US Code 673b)

should be modified permanently so the Depart-
ment of Defense (DOD) can have ready access

There is a definite price to be paid to at least 200,000 reservists for more than an
in order to maintain a Guard that has initial 90 days plus a 90-day extension. The cur-

the readiness posture required for rent law is too restrictive and is likely to cause se-
assigned wartime missions. rious bottlenecks in future mobilizations similar

To correct battlefield deficiencies noted to those encountered during Desert Shield. Ideal-
during Desert Storm will require that ly, the mobilization system and call-up authority

the RCs receive more resourcing in terms would be tailored to complement our stategy tor
offull-time cadre support, extra man- force generation and projection.
days for specialized training and the The Defense Program has projected the Army

equipment required to be interoperable end strength (Active and Reserve) is to be re-
with Active forces. duced by nearly 27 percent. Accordingly, DOD

has proposed to reduce the ARNG from its cur-
rent end strength of 457,000 to 321,000 by 1995.

Availability. Carl von Clausewitz stated the A smaller Army in the future is clearly the man-
purpose of peacetime armies when he said: "The date. Since we are willing to forgo the strength
whole of military activity must relate ... to the of numbers, the challenge will be to retain a To-
engagement. The end for which a soldier is re- tal Force powerful enough to counter tomorrows
cruited, clothed, armed, and trained.., is simply threat, keeping in mind that force reductions
that he should fight at the right place and at the present real risks to readiness.
right time."' 5 Perhaps the critical question about A proposed smaller Army of four corps and 20
ARNG units is not whether their readiness will divisions would mean continued reliance on
be sufficient for the mission but whether they Guard combat forces for execution of crisis re-
can be at the right place at the right time. sponse missions under our new strategy. Even

When a mission is allocated, there are several five fully structured Active Army divisions based
factors that need to be considered to determine in CONUS would be only the foundation and
the availability of a force to accomplish that cornerstones upon which to build force packages
mission. First, there is warning time. Active that can be deployed for major regional contin-
forces are more able to respond to a worst-case gencies. ARNG brigades ad divisions would be
or short-warning scenario. The opposite is gen- iamong the building blocks for particularly large
erally true for Reserve forces, since a longer or protracted contingencies, while USAR and
warning time translates into more reaction time Guard CS and CSS would be necessary to com-
for them. Once the NCA decides to react to a plete the structure for any substantial deploy-
crisis with military force, the time required for ment.
mobilization, deployment and employment in General Creighton W Abrams, the Amw's
theater must be factored into the decision be- post-Vietnam chief of staff, built a 16-division
fore it can be determined if Reserves are ap- force that was reliant on the Reserves to the ex-

42 October 1991 * MILITARY REVIEW



An M109 self-propelled
howitzer moves into a
battery position during
Desert Storm.
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The Army was able to rapidly deploy 23 ARNG colonel-level commands and
37 lieutenant colonel commands to the US Central Command area of operation in
support of Desert Storm. Two ARNG field artillery brigades deployed to Saudi Arabia
within 45 days of being mobilized and performed well in the ground campaign, sup-

porting the British 1st Armoured Division, the US VII Corps and French forces.

tent that they could not be deployed without a is completely self-contained and fully capable of
Reserve call-up. "They are not taking us to war being rapidly deployed for contingencies such as
again without calling up the Reserves," Abrams Just Cause in Panama. Such a corps could, un-
was heard to say on many occasions. Retired doubtedly, complete this type of mission more
Colonel Harry G. Summers Jr. wrote, "The post- efficiently than having to rely on Resere "vol-
Vietnam Army General Abrams sought to unteers" to assist. However, the danger lies in
create was designed deliberately to form an inter- the precedent this would set in the eves of the
related structure that could not be committed to American people. If we were to successtullv fight
sustained combat without mobilizing the Re- in several small future contingencies without the
serves.... General Abrams hoped this... would RCs, the nation would fall back into the sN-n-
correct one of the major deficiencies of the drome of believing the Reserves are only forces
Amencan involvement in the Vietnam War- of last resort in major wars-the verr thing
the commitment of the Army to sustained com- Abrams sought to prevent. Then RC readiness
bat without the explicit support of the American would suffer, and resolve to use them would di-
people.. .,16 minish. One lesson from Vietnam we should

There is an inherent danger in developing, as never forget is that Active forces should never
some have recommended, an Active corps that try going it alone unless they are willint, to risk
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losing the support of Congress and the average
citizen. Desert Storm confirmed once again that Presidentfial authority] to in-
unity on the home front makes it easier to win voluntarily activate the Selected Reserves
on the battlefield. RC participation in a conflic-t should be modified permanently so the
will not assure national unity, but it definitely DOD can have ready access to at least
helps. 200,000 reservists for more than an

A Total Force approach to winning future initial 90 days plus a 90-day extension.
conflicts will also require a unity of purpose and The current law is too restrictive and is
effort among the components of the Army for likely to cause serious bottlenecks in
achieving the common goals and objectives that future mobilizations similar to those en-
best serve our nation. Around the year 56, Paul, countered during Desert Shield.
the apostle, emphasized this point when he
wrote the following to the Corinthians as dis-
putes threatened the unity and strength of their another. And whether one member suffer all
organization: the members suffer with it; or one member be

"For the body is not one member, but many. honored, all the members rejoice with it." 1 7
... And the eye cannot say unto the hand, I Unity of purpose between the Active, Guard
have no need of thee: nor again the head to the and Reserve is an imperative if the Total Force
feet, I have no need of you ... but God hath policy is to achieve its full potential. May the
tempered the body together . . .that there Army and the National Guard forever be as a
should be no schism in the body; but that the two-edged sword poised as a deterrent or wielded
members should have the same care one for for our "common defense." MR
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VISION

The CASE of the LUDENDORFF BRIDGE
Lieutenan Colonel Timothy G. Murphy, US Air Force

US Army Field Manual 22- ENERAL Dwight D. Eisenhower said of the incident, "The
103, Leadership and Com- greafinal defeat of the eneme, which we had long calculated would
mand at Senior Levels, serves be accomplished in the spring id summer campaigning of 1945.as a reference point for leader- was suddenly now, in our minds just around the co mer." When

ship and command at large- AdolfaHitler heard of the incident, "His anguished rage," according
unit level. The author cites its to one author, "knew no bounds."2 ohat occurrence inspired such
key concepts as he examines the hope in one leader and such wrath in the other? On the bafdemoo of
orders andactions of Allied and 7 &~larch 1945, elements of the US First Army seized intact the only

German leaders during the remaining bridge over the Rhine River at Remagen, Germand. The
fighting at Remagen in World l t great natural barrier protecting the German acrond had been
War II. He points out that breached; the end of ofe German Third Reich became inevitable.
differences of vision and com - Historians tend to attribute US forces' sei:ure of the Lyudendor f
mand climate led to the Allies' railway bride at Remagen to "luck" or"fortune," which often otur
quick capture of the Ludenorff in war. This is incorrect. Specific German error, caused the brid e
Bridge, opening the German to remain standing when the Americans entered Remagen and
heartland to Allied attack. He these errors (call them fortune if u will) offiered ons an oproui-
emphasizes the importance of ty h Luck and fortune did not get the Americans across the bridge
Sstrong central vision as wellbas that day. Rather, their capture of the bridge was the result of initia-

" positive, realistir command tive and physical courage of which they can be justifiably proud.
climate to the Allied success There are many complex readns behind the outcome of th e
at Remagen and in future battle for the bridge at Remagen. But a major contributor to Ger-
operations. man failure and American success that day was the vision ofsenior

leaders on eac oside nd the organizational climates that resulted
from their respective visions. This article will foc~us on these factors
by first relating a short historical account of the battle t'Or the
bridge, then contrasting the "vision" and "organiational chim-ate"
of the German and US armies and studying the impact thev had on
the tactical O~utcome at Remagen.

The Battle
The action at Remagen occurred in the aftermath of the Get-

roans' Ardennes countero-ffensie. The Allies spent most of lantarv

1945 reducing the Bulge and reestablishing the line they had ,ained
hy earl, December the year before. After a short operational pau. ¢



at the Roer River, the Allied offensive continued with a two-phase
push to reach the Rhine River. General Sir Bernard L. Montgom-

Brigadier Generai Willian M. Hoge ery's 21st Armv Group resumed the offensive first and reached the
Rhine on 9 March. General Omar N. Bradley's 12th Army Group
resumed the offensive in the south on 23 February and by 6 March,
elements of both the First and Third armies were nearing the Rhine.

The German situation, meanwhile, had seriously deteriorated.
The Ardennes counteroffensive had depleted Karl Rudolf Gerd von
Rundstedt's operational reserve, and he simply did not have the
combat power required to stop the Allied offensive in front of the
Rhine. Nevertheless, Hitler ordered von Rundstedt to keep a large
bridgehead in front of the Rhine south of Cologne. Although the
bridgehead had no chance of successfully holding Bradley's forces,
Hitler steadfastly refused to give up any German territory without
a fight. This order stranded most of the German 15th, 7th and 5th
Panzer armies in front of the Rhine. Later, the chief of staff of Ger-
many's Army Group B decried this "incredible" order, saying these

Leading elements forces would have been far better employed preparing defenses on
of Combat Command B the east side of the Rhine.3

reached the heights above Remagen and the Ludendorff rail bridge fell in the sector of the
Remagen just before noon US First Army under Lieutenant General Courmey H. Hodges,

on 7 March and discovered who assigned it to Major General John W. Leonard's 9th Armored
the railroad bridge still Division (AD). On the morning of 7 March, the 9th AD's orders

standng... Hoge, without were to reach the Rhine River and link up with elements of General
contacting higher George S. Patton Jr.'s Third Army, entrapping the remaining Ger-

headquarters, changed the man forces on the west side of the Rhine. 4

mission of his entire Leonard ordered his Combat Command A to seize the crossing
command and ordered sites on the Ahr River and link up with elements of the Third Arm

his men to capture to the south. 5 To Combat Command B, under Brigadier General
the bridge. William M. Hoge, he gave the order "to establish a bridgehead over

the Ahr at Sinzig and to reach the Rhine River in zone. Be prepared
to continue attack south along the river."6 Though Leonard and
Hoge discussed the possibility of taking the Ludendorf Bridge if it
was still standing, it was not part of the day's plans because nobodv
expected the bridge to remain intact.7

Leading elements of Combat Command B reached the heights
above Remagen just before noon on 7 March and discovered the
railroad bridge still standing. Hoge arrived in the area about an hour
later and ordered his men to capture the town as rapidly as Xssible.
With the town secured and the bridge still standing, Hoge, without
contacting higher headquarters, changed the mission of his entire
command and ordered his men to capture the bridge.

The task of crossing the bridge under fire fell to Company A, 27th
Armored Infantry Battalion, commanded by Lieutenant Karl H.
Timmermann. In the few minutes before they started across, the
Germans detonated a tank trap, leaving a 30-toot crater in the west-
ern approaches to the bridge. Prior to the crossing, German explo-
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sives on the bridge detonated, but failed to collapse the bridge. De-
spite having witnessed these explosions and knowing he was
probably on a suicide mission, Timmermann led his company on a
brilliant attack across the bridge and captured both the bridge and Specific German errors
the railroad tunnel on the eastern side.' - caused the bridge to remain

During the seizure of the bridge, Hoge received an order from standing when the Ameri-
division to continue his attack down the western side of the river, cans entered Remagen...
He ignored this order (in fact, disobeyed it) until his command se- Luck and fortune did not
cured the bridge, then went back and informed Leonard that he get the Americans across
was across the Rhine.9 Leonard confirmed Hoge's actions, then the bridge that day. Rather,
requested III Corps to release him from his mission to link up with their capture of the bridge
elements of Third Army. The corps chief of staff, without at- was the result of initiative
tempting to contact the commander who was in the field, ap- and physical courage.
proved Leonard's request, releasing Combat Command A to help
exploit the bridgehead. Corps orders were quickly affirmed by
First Army, 12th Army Group and Eisenhower himself at Su-
preme Headquarters. ' 0

On the east bank of the river, confusion over German defenses Fiel Marshal Kar von Rundstt
was natural, in that its army was retreating so rapidly in the face of
the enemy. It was also self-induced, for two primary reasons. The
first was Hitler's heavy-handed control of his field forces. He abso-
lutely refused to allow regular army units to retreat, requiring written
permission for units not in contact to withdraw behind the Rhine."
Army Group B was even precluded from sending staff officers back
to plan defenses east of the Rhine.'12

There is another example of Hitler's undue control, which would
directly impact the battle at Remagen. In the month before the
battle, US bombs destroyed a bridge at Cologne with a lucky hit on
demolition chambers that had already been prepared. This incident
caused Hitler to require written orders from the responsible tactical
officers before a bridge could be destroyed. One result of this order
was that the explosives for the Ludendorff Bridge did not arrive until I
the morning of 7 March, just a couple of hours before the Ameri- Hitler ordered von
cans.13 Rundstedt to keep a large

Another, more critical reason for the Germans' poorly prepared bridgehead in front of the
defenses was the confusing and constantly changing command rela- Rhine south of Cologne.
tionships for the area around Remagen. 14 Responsibility for the Although the bridgehead
bridge was consistently a problem in the weeks before 7 March. The had no chance of success-
Wehrkreis, a "home guard" controlled by Heinrich Himmler, de- fully holding Bradley's
fended all the land east of the Rhine until, at some point, responsi- forces, Hitler steadfastly
bility transferred to the Field Army as it retreated. The relationship refused to give up any
between these two organizations was poor, and the changeover rare- German territory without a
ly went well. On 1 February, responsibility for the bridge changed fight. This order stranded
from Wehrkreis VI to Wehrkreis XII, damaging what little ground- most of [three] armies in
work had been laid between the organizations. front of the Rhine.

The German 15th Army took responsibility for the area around
Remagen on 26 February. Instead of placing the bridge under the

MILITARY REVIEW 9 October 1991 47



LXXIV Corps, in whose sector it fell, Field Marshal Walter Model,
Army Group B Commander, set up a special unit under Lieutenant
General Walther R-,tsch, responsible for defending the eastern bank

The Wehrkreis, a of the river between Bonn and Remagen. On 6 March, Botsch was
"home guard" controlled by relieved to take command of a corps, and responsibility fell to Gen-

Himmler, defended all the eral Richard von Bothmer, the Bonn defense commander.
land east of the Rhine until, Command relationships at the bridge itself were no better. Cap-
at some point, responsibility rain Willi Bratge was in overall command, but Captain Karl Friesen-

transferred to the Field hahn, an engineer, commanded the bridge itself and was responsible
Army as it retreated. The for its destruction. Neither officer controlled the air defense artillery

relationship between these around the bridge.
two organizations was poor, The final change of responsibility for the bridge came early on the

and the changeover rarely morning of 7 March, when 15th Army assigned it to the LXVII
went well. On 1 February, Corps, which was located 40 miles west of the bridge with units

responsibility for the bridge "scattered at uncertain points along a broken front, trying desperate-
changed from Wehrkreis ly to defend their loosely held positions and at the same time as-

VI to Wehrkreis XII, dam- semble for a counterattack they had been ordered to make.,'" 5 Un-
aging what little ground- der the circumstances, the best the corps commander could do was

work had been laid between send his executive officer, Major Hans Scheller, to assume responsi-
the organizations. bility for a bridge 40 miles to his rear.

Scheller arrived at the bridge near midday, just before the Amer-
icans reached the high ground to the west and thus had only about
2 hours to acquaint himself with his new command before the
Americans reached Remagen. Although they were in town,
Scheller chose to leave the bridge open until an artillery battalion
crossed, leaving the bridge intact when American tanks reached
the western side. Scheller finally ordered the bridge destroyed, but
the explosive charges failed. Scheller was forced to ask repeatedly
for a volunteer willing to go out to the bridge and activate the
emergency detonator. This detonator worked, just as US troops
began to cross the bridge, but because the charges were damaged,
they failed to collapse the bridge. 16

Scheller attempted to organize a defense of the eastern side ot
the bridge, but did not have enough forces to hold the Americans,
much less push them back across the bridge. After withdrawing
into the railroad tunnel, Scheller, having no communications with
higher headquarters, left on a bicycle to notify authorities the
Americans were across the river. The remaining German troops at
the bridge, under Bratge, surrendered to US forces later that eve-
ning.

17

German attempts to counterattack the bridgehead were slow and
ineffective, and on 7 March, the US Army was across the Rhine to
stay. These are the essential facts surrounding the fight for the Lu-
dendorff Bridge. But what leadership issues caused these events to
occur as they did? The answer may be found, to a large degree, in
the respective visions of the senior leaders and the organi:ational
climates those visions caused.
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Comparing US and German Senior Leader Vision
US Army Field Manual (FM) 22-103, Leadership and Command

at Senior Levels, defines "vision" this way: Leonard confirmed Hoge's
"Vision is a senior leader's source of effectiveness.... It can be an actions, then requested III

intuitive sensing, a precise mission, or a higher commander's intent Corps to releafe him from
for a campaign or battle. Regardless, it is the reference point against his mission to link up with
which the senior leader measures progress."' I elements of Third .Arm.

Thomas E. Cronin says vision is "havin[ an excellent idea or clear The corps chi4f of staff.
sense of direction, a sense of mission.""' Both of these views portray without attempting to contact
vision as a focus on an overriding idea or mission central to every- the commander who was in
thing a leader or his organization does. the field, approved Leonards

Senior leader vision in war begins with the abilitv of political request, releasing Combat
leaders to communicate their vision-the political aim ot the war. Command A to help Cxploit
The vision of military leaders ought to be directly extracted from the bridgehead.
that of their political leaders.

The major Allied powers in World War II had a diversity of politi-
cal considerations behind their participation in the war. In a sense.
however, the allied nature of their effort reduced the central Allied
political vision to the lowest common denominator. Few thin'-
from World War II were quite so clear-cut as the Allies' strateic
goal, first expressed at the 1943 Casablanca conference-tincondi-
tional surrender of the Axis powers. Stephen E. Ambrose said:

"This was the finest alliance in history. The partners agreed upon
the broad goal and the broad strategy-the total defeat of the Axis
powers brought about by first assuming a defensive role in the Pacific
and an offensive one in the Atlantic. That they stuck to the aeree-
ment was their greatest accomplishment."

The orders given to Eisenhower before the Nonandv inva.sion
reflected this single-minded purpose. They stated simply, "You
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will enter the continent of Europe and, in conjunction with the
other Allied-Nations, undertake operations aimed at the heart of
Germany and the destruction of her Armed Forces." 1 A simple
mission, certainly, in essence if not in execution, from which Eisen-

Eisenhower translated hower drew his essential military vision.
[his] mission into an eight- Eisenhower translated this mission into an eight-phase campaign

phase campaign for the for the European Theater of Operations. One of these eight original
European Theater of points was the, "complete destruction of enemy forces west of the

Operations. One of these Rhine, in the meantime constantly seeking bridgeheads across the
eight original points was river."22 Capturing a bridge across the Rhine, then, was conceived

the, "complete destruction very early as an important element in a concise plan that resulted
of enemy forces west of the from a single-minded mission.

Rhine, in the meantime Eisenhower's vision was not limited only to himself and his staff.
constantly seeking bridge- It permeated his armies. Bradley later indicated that his primary ob-

heads across the river." jective was the destruction of the German army.2' He also noted
the original agreement between the leading Allied commanders:

"Long before D-Day, Ike, Monty and I had agreed upon a broad
plan for defeating Germany... Our primary objective was the Ruhr
industrial complex, the main source of Hitler's steel production. We
believed that when Hitler perceived our objective, he would com-
mit his remaining ground forces to its defense. We would encircle
the Ruhr and in one stroke destroy or capture both his army and his
war production base, bringing the war to an end., 24

The simple missions given the commanders of US forces for 7
March continued to stress this simple vision-trapping and destroy-
ing German forces in front of the Rhine. At the same time, all of
the US commanders recognized the value of the intact Ludendorff
Bridge to their final goal.

One might think that it is easy to have a simple, shared vision
when all is going well and your side is winning. A short look at sen-
ior leader vision on the German side, however, will show this to be
untrue.

Senior leader vision differed with the Germans since it was em-
bodied much more into the personality of Hitler, who was both the
political leader and supreme army commander. Even in the early,
heady days of German victory, German army leaders did not share
Hitler's complex vision.

Hitler announced his essential political vision for the German
nation very early in Mein Kampf. According to William L. Shirer,
this vision included four main themes. Hitler wanted, first, a Ger-
many that dominated the world. Second, he wanted to expand
Germany to the east. Third, Hitler's vision required unification of
all German people under a single government and finally, it required
"purification" of the German master race from Slavic and Jewish
blood.

25

Many German generals did not share this grandiose vision.
General Ludwig Beck resigned over the invasion of C:echoslovakia.
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Generals Bradley and Eisenhower in F~j

The orders given to
Eisenhower before the
Normandy invasion reflected
this single-minded purpose.

OThey stated simply, "You will
* ienter the continent of

Europe and, in conjunction
with the other Allied
Nations, undertake
operations aimed at the
heart of Germany and the
destruction of her Armed
Forces."

Senior German generals opposed both the invasion of Poland and
the invasion of Belgium and France. During the invasion of Russia,
Hitler's "Commissar Order" required the immediate "purification"
by execution of the political officers attached to Russian military
units. Later, Field Marshal Erich von Manstein called this order,
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"utterly unsoldierly. To have carried it out would have threatened
not only the honour of our fighting troops but also their morale.v26

In 1942, when Hitler's empire had expanded to include nearly all
of Europe,his vision was equally grand. Hitler, according to Shirer,
believed at this time that decisive victory was in his grasp. He be-
lieved he would soon encircle Moscow from the east and west and
that the Russians were finished. He felt he would soon be able to

In the US Army, a simple, make peace with Britain and the United States and believed his
shared vision was easily next move should be to push forces through Iran and the Persian

translated into a military Gulf and link up with Japan in the Indian Ocean.27

vision that was shared at all His generals saw it differently. Shirer says, "Almost all of the gen-
levels. On the other hand, erals in the field, as well as those on the General Staff, saw flaws in

the vision of the senior the pretty picture. They could be summed up: The Germans simply
political and military didn't have enough resources to reach the objectives Hitler had in-

German leader-Hitler- sisted on setting. 28

was complex and difficult. In the days immediately surrounding the events at Remagen, Hit-
It was morally nefarious. ler's vision was even more out of touch with reality and less shared

It was unachievable at any by his armies. Field Marshal Albert Kesselring, whom Hitler ap-

stage, and it was not shared pointed commander in chief of the West immediately after Rema-

by his subordinates. gen, later told of Hitler's vision related to him on his assumption of
command. Hitler told Kesselring the decision lay in the east, that
Russia would never penetrate his forces in the east, that western
forces would hold if the Remagen bridgehead could be reduced, and
that Kesselring's mission was to hold until "new fighters and other
novel weapons" could be employed in overwhelming numbers. 29

Not surprisingly, Kesselring found the facts at the front to be quite
different. He offers evidence of how little Hitler's army shared his
vision at this time and, incidentally, the resulting impact on com-
mand climate (to which we will turn presently). Kesselring says:

"The differences between the Supreme Command of the
Wehrmacht and the Army command which had existed for years
had meanwhile become increasingly evident. Their irreconcilable
mistrust had a paralyzing and in many cases disintegrating effect
with the consequence that the Army Comma-nd felt itself ham-
strung and misunderstood... This latent hostility was the grave
of initiative, damaging to the unity of command and wasteful of
energy."

30

In an interview after the war, German General Edward Hans Karl
von Manteuffel said this about the German army:

"After the Ardennes failure, Hitler started a 'corporal's war.'
There were no big plans--only a multitude of piecemeal fights...
From that time on, the main concern of most of the German com-
manders seems to have been, not whether they could stop the Allies'
advance, but why the Allies did not advance faster and finish the
war quicker. They were tied to their posts by Hitler's policy and
Himmler's police, but were praying for release." 1 By March 1945,
vision in the German army had died.
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a strong interrelationship between a command's climate and its
leader's vision. )4 Kesselring recognized the same kind of relation-
ship between an army's vision and its organizational health in 1945.
There should be an obvious link, then, between these concepts, and
we may assume that a senior leader's vision has a profound impact
on his command's climate. This article will check that assumption,
using five of Glick's six indicators to measure the command climates
in the US and German armies during the battle for the Ludendorff
Bridge.

The first-and most important-element of a healthy command
climate is a shared sense of mission. From the discussion above, we
have already seen the stark contrast between a simple mission wide-
ly shared by US leaders and continually impossible missions rarely
shared by German leaders.

The second element is trust between leaders and subordinates.
By 1945, the US Army in Europe was at its peak, and trust among
its leaders was remarkably strong. Eisenhower said of Bradley:

"1 unhesitatingly class General Bradley's tactical operations dur-
ing February and March, which witnessed the completion of the de-
struction of the German forces west of the Rhine, equal in brilliance
of any that American forces ever conducted. '" 35

One day, Bradley's staff Eisenhower felt the same way about Hodges, the First Army corn-
complained that Patton was mander. He attributes the First Army's success to Hodges' "own effi-
not pushing his front col- cient and decisive leadership."36

umn fast enough. Bradley This trust went deeper than just Eisenhower for his subordinates.
told them, "Patton knows Bradley called Hodges "one of the most skilled craftsmen of my en-
what he's doing, just keep tire command... I had implicit faith in his judgment, in his skill

your shirt on and you'll and restraint. Of all my Army commanders he required the least su-
see." The next day, a pervision." 7

German counterattack hit One might get the idea that these are the happy reminiscences
Patton's lead column and of warriors who had won a great victory. A short anecdote is suffi-

because he had held them cient to show this trust existed during the war as well as in the mem-
back, the attack was easily oirs that followed the war.
defeated... Bradley's was In the days immediately following the events at Remagen, Pat-

the reaction of a leader ton's Third Army advanced rapidly toward Fnukfurt and the Rhine.
who implicitly trusted his One day, Bradley's staff complained that Patton was not pushing his

subordinates, front column fast enough. Bradley told them, "Patton knows what
he's doing, just keep your shirt on and you'll see."'' The next day,
a German counterattack hit Patton's lead column and because he
had held them back, the attack was easily defeated and they moved
on. 39 Bradley's was the reaction of a leader who implicitly trusted
his subordinates. No worried telephone calls no frantic messages;
no telling Patton to get moving-just a simple, "Keep your shirt on.
Patton knows what he's doing."

Similar trust in subordinates did not exist on the other side of the
Rhine. Hitler's mistrust of his generals is legendary and need not be
repeated here. But there is ample evidence that mistrust infected

54 October 1991 a MILITARY REVIEW



LEADER VISION

his armies at all levels, especially in 1945, when the Reich was falling
apart. Kesselring noted, "Nazi parry spying on the ropulation and
military destroyed the army's willingness to cooperate and gradually Fiekd Marshal Albert Kesselrig

caused intolerable friction and resentment on the par-- of officers and W
men."40 Falsification of troop strengths was common at this time in "
the German army, and Bratge was accused of cowardice when he '
warned Army Group B headquarters. on 7 March, that the Ameri-
cans were coming. 4

Suspicion and mistrust existed at all levels in the German army.
This mistrust had a serious impact on the third element of a healthy
climate, teamwork.

German preparations for, and defense of, Remagen showed a se- -

rious lack of teamwork. The jealous relationship between the Field
Army and Wehrkreis, and the confused and conflicting command
relationships severely impacted the Germans' ability to plan effec-
tive defenses east of the Rhine. Likewise, when the time came for
good teamwork in battle, Scheller had to repeatedly ask for volun- Hiter told Kessering the
teers to go out onto the bridge and detonate the emergency decision lay in the east, that
charges. Russia would never pene-

On the other hand, in the proficient US Army teamwork was, in trate his forces in the east,
1945, probably at its all-time high. Bradley relates an incident in that western forces would
January 1945 when the 5th Ranger Battalion called for 50 volun- hold if the Remagen bridge-
teers from rear echelon troops and was "trampled in the rush of a head could be reduced, and
thousand applicants."42  that Kesselring's mission was

Good teamwork was also clearly evident in the actions at the to hold until "new fighters
bridge by Timmermann's company which, despite severe personal and other novel weapons"
danger, crossed a bridge wired for detonation and captured the could be employed in over-
bridge and the tunnel on the other side. This type of teamwork and whelming numbers.
the physical courage that enabled it to hold up under extreme stress
are the direct results of an outstanding command climate and the
soldiers' trust for their leaders.

The fourth element of a healthy climate is decentralized decision
making. It is in this area that the contrast between the US and Ger-
man armies had its greatest impact on the tactical outcome at Re-
magen. Hoge ignored orders from higher headquarters, risked the
loss of a battalion and changed his command's mission to seize an
unforeseen opportunity. Had he waited to get permission, the op-
portunity probably would have been lost. Once Hoge notified his
superiors, commanders at every level confirmed his actions before
checking with their superiors.

On the German side, commanders dealt with an entirely different
decision-making climate. Army commanders were not allowed to
move or even plan the move of troops to defensive areas in the rear
without written permission, leaving them unprepared to defend Re-
magen. Bridge commanders, including Friesenhahn, required writ-
ten orders to destroy a bridge. Commanders were unable and afraid
to make even the simplest decisions on their own authority.
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Hitler's oppressively centralized decision-making rules also
slowed reaction to the American capture of the Remagen bridge.
General Kortztleisch wanted to commit the 106th Gun Brigade
against the bridgehead, but Hitler would not allow it.43 It seems
nearly unbelievable that a supreme commander 400 kilometers in

Timmermann's company the rear would control the commitment of a brigade-size unit, but
... despite severe personal this was the norm for the German army in March 1945. This stilted

danger, crossed a bridge decision-making process was, more than anything else, responsible
wired for detonation and for the confised defenses of the bridge and the ponderous, insuffi-

captured the bridge and the cient reaction to US troops capturing this critical asset.
tunnel on the other side. The final indicator of a good command climate is prudent risk-

This type of teamwork and taking by subordinates. We have already seen this to be true in the
the physical courage that actions of Hoge, who risked the loss of a battalion and the failure of

enabled it to hold up under his written mission, to capture the bridge. But Hoge's risk was both
extreme stress are the direct rewarded and confirmed by each of his superiors. (Bradley's re-

results of an outstanding sponse: "Hot dog, Courtney [Hodges], this will bust him wide open
command climate and the ... Shove everything you can across.")44 Only two weeks later, Hoge

soldiers' trust for their was promoted to command a division.
leaders. German leaders, on the other hand, lived in constant fear of retri-

bution for their decisions, risky or not. Hitler court-martialed the
"persons responsible" for loading the explosives into the Cologne
bridge which was destroyed prematurely.45 Scheller chose to keep
the Ludendorff Bridge open to allow the escape of an artillery battal-
ion, then lost the bridge to the Americans. For this risk, he paid his
life.4' These messages were not lost on remaining German officers.
One German officer noted that in the aftermath of Scheller's court-
martial, "We trembled as several days later we heard about the result
of that court-martial trial... The same thing could have happened
to every one of us." 47

Each of the five elements of a healthy climate, then, clearly
existed in the US Army and, just as obviously, were absent in the
German army during the battle for the bridge at Remagen.

Lessons Learned
Two important lessons may be gleaned from the battle for the Lu-

dendorff Bridge. The first is the critical importance to an army of
a strong central vision. In March 1945, a simple senior leader vision
existed in the US Army that was shared throughout the organiza-
tion. At the same time, the German army was hobbled by a com-
plex, unattainable vision that its soldiers often ridiculed.

A second lesson is the link between senior leader vision and the
command climate-a link clearly illustrated on both sides in the
battle at Remagen. Senior leader vision directly impacted the
command climates of the respective armies, positively in the US
Army and very negatively in the German. Indeed, the impacts on
command climate were so severe that they directly affected the
tactical outcome in the battle for the Ludendorff Bridge.
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These concepts--vision and command climate-are difficult to
grasp and often not completely understood. But leaders must under-
stand and develop these concepts, for, as at Remagen, they may be
the difference between victory and defeat. MR
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Joint Task Force

JUST CAUSE-Before and After
Lawrence A. Yates

Operation Just Cause has been viewed as a swift and effective militar,
action that brought the crisis in Panama to a satisfactory conclusion.
The author describes the role and efforts of Joint Task Force Panama
in the two years of confrontation before Just Cause, during the inter-
vention phase itself and in the early stages of the rebuilding effort. He
cites the commanders, staff and units for exceptional performance in
an extraordinary and complex operation.
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This article is based on interviews the author real power behind the country's democratic
conducted with participants in the Panama crisis; on facade. Noriega tried to quell the disturb-
unclassified/declassified briefings and documents; ances by arousing nationalistic fervor, racial
and on material appearing in the public media and prejudice and. increasingly, anti-American
professionaljournals. sentiment. When words failed, he resorted to

lo armed repression.

OR MANY Americans, including no small As violence in Panama escalated, spokes-
Frnumber in the Armed Forces, US military persons for the US Southern Command

involvement in the recent crisis in Panama is (SOUTHCOM), the Panama-based unified
synonymous with Operation Just Cause, ex-
ecuted in December 1989 and January 1990. In
reality, the military was continuously and, at In June 1987... [Noiegal
times, deeply involved in the crisis from its in- cashiered his one-time heir apparent,
ception in mid-1987. The Reagan administra- Colonel Roberto Diaz Herrera.
tion reinforced US troops in Panama in spring In retaliation, Diaz accused Noriega of
1988. A year later, President George Bush drug trafficking, election fraud and
deployed more troops in order to protect US citi- murder. Thousands of Panamanians,
zens and assert US treaty rights. In each case, including influential business andfinan-
speculation on the possibility of war filled the cial leaders, took to the streets in an
media. Yet, when hostilities failed to materialize outpouring of anti-Noriega sentiment.
and as other international concerns such as East- ... Noriega tried to quell the disturbances
em Europe and Tiananmen Square came to by arousing nationalistic fervor....
dominate the headlines, US military activities in When words failed, he resorted to
Panama connected to the crisis receded from armed repression.
public scrutiny.

Virtually overlooked was the work of Joint
Task Force (JTF) Panama, the organization acti- headquarters responsible for US military inter-
vated by the commander in chief, US Southern ests throughout Central and South America, ad-
Command (CINCSO) in April 1988 to coordi- vised US citizens to avoid demonstrations while
nate security operations, engage in contingency traveling to and from the several US installa-
planning and manage the day-to-day tactical tions in the country, to conduct themselves with
aspects of the crisis. The purpose of this article propriety and, in general, not to interfere in
is to acquaint the reader, by way of a brief narra- Panama's internal affairs. The new CINCSO.
tive, with the pivotal role played by JTF Panama General Fred F Woemer, loathed Noriega but
before, during and after Just Cause. believed that long-term US interests in Panama

The crisis in Panama erupted in June 1987 af- and Latin America, the future of the Panama
ter General Manuel. Antonio Noriega, com- Canal and the safety of US citizens and service-
mander of the Panamanian Defense Forces men in Panama dictated a policy of prudence
(PDF), cashiered his one-time heir apparent, that would keep the United States on the side-
Colonel Roberto Diaz Herrera. In retaliation, lines of the crisis and prevent a breakdown in re-
Diaz Herrera accused Noriega of drug trafficking, lations between the PDF and the US military.
election fraud and murder. Thousands of Pan- Washington, however, could not continue a
amanians, including influential business and fi- business-as-usual relationship with the Pan-
nancial leaders, took to the streets in an outpour- amanian dictator. Emotions surrounding the
ing of anti-Noriega sentiment. Demonstrations drug issue in the United States made such a
and national strikes rocked Panama City, as the course politically unfeasible. Congress, the State
opposition attempted to depose the general, the Department and other federal agencies mounted
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a campaign of economic, financial and political Chiefs of Staff (JCS) in late February, SOUTH-
actions aimed at forcing Noriega to step down. COM and its components began contingency
In February 1988, two federal grand juries in planning in a crisis action mode. The gamut of
Florida indicted the dictator on drug-related contingencies ran from protecting American

lives and property to planning offensive opera-
tions to defeat the PDF Most analysts doubted

Noriega brushed aside Panamanian that Noriega would be foolish enough to pro-
President Eric Arturo Delvalle's effort yoke an all-out US military response, but it

to fire him and... thwarted a coup would be imprudent not to plan for that possibil-
attempt by a small cabal of disgruntled ity. Staff officers reworked the old operation plan
PDF officers. Noriega charged the US (OPLAN) to defend the Panama Canal, in es-
military with complicity in these actions. sence creating a new plan, Elaborate Maze, that
He also questioned SOUTHCOM's right assumed a hostile. rather than a neutral or friend-

to operate inside Panama. ly, PDF One element of the old OPLAN carried
over to the new was the requirement for a JTF to
provide command and control for units con-

charges. The indictments and other sanctions ducting defensive or offensive conventional
transformed Panama's internal conflict into a operations against the designated enemy.
US-Panama crisis. The number of US units in Panama available

In late February, Noriega brushed aside Pan- for such operations increased that spring. As the
amanian President Eric Arturo Delvalle's effort threat to American lives, property and interests
to fire him, and on 16 March, the general in Panama rose, the Reagan administration de-
thwarted a coup attempt by a small cabal of dis- ployed augmentation forces to assist in-place US
gruntled PDF officers. Noriega charged the US units with the mission of security enhancement.
military with complicity in these actions. He Between mid-March and mid-April, a brigade
also questioned SOUTHCOM's right to operate headquarters and two battalions of military po-
inside Panama. Consequently, relations be- lice (MP), a rifle company of Marines, an avi-
tween the PDF and the US military reached the ation task force (TF) from the 7th Infantry Divi-
breaking point. sion (Light) (7th ID [LI) and other units arrived

As economic sanctions against Panama began in Panama from the United States. Their pres-
to take their toll, the incidents of burglaries and ence helped lower the crime rate on US bases,
theft rose in the country, much of the crime com- but raised the issue of command and control.
mitted by Panamanians intruding onto US in- Giving a JTF operational control (OPCON)
stallations. Noriega, although negotiating over the units involved and tactical manage-
secretly with US officials, intensified his anti- ment of the crisis would allow SOUTHCOM,
American posturing and stepped up PDF harass- which had become fixated on the situation in
ment of US citizens and the detainment of US Panama, to regain much of its regional focus.
service personnel. When, on 28 March, the PDF If a JTF were created, US Army South
stormed the Marriott Hotel in Panama City, ar- (USARSO), a major Army command and the
resting and manhandling opposition members Army component of SOUTHCOM, would pro-
and foreign journalists--the latter including five vide the commander and the bulk of the staff.
Americans-US concern over the safety of By mid-March, a handtul of officers on the
American lives and property peaked. USARSO staff were already engaged in contin-

In light of these developments, the Pentagon gency planning and other functions a JTF would
and SOUTHCOM could not dismiss the possi- assume. Furthermore, communications be-
bility of some form of military confrontation tween USARSO and the other SOUTHCOM
with the PDF At the direction of the Joint components were upgraded in anticipation
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Demonstrations and national strikes rocked Panama City, as the
opposition attempted to depose the general, the real power behind the country's

democratic facade. Noriega tried to quell the disturbances by arousing nationalistic
fervor, racial prejudice and, increasingly, anti-American sentiment....

[SOUTHCOM] advised US citizens to avoid demonstrations while traveling to and
from the several US installations in the country.

of a decision to activate the JTF was a trim organization, based on a manning
Yet, CINCSO delayed making the decision. document of 80 to 12l lot. USARSO statf

The PDF had been read into certain portions of donning a second hat out of necessity, filled most
the old OPLAN, knew the operational signifi- of these positions, thus imparting a distinctly
cance of a JTF and could very easily regard its greenish (Army) hue to a purple (joint) canvas.
creation as a provocation, even a prelude to hos- Placed OPCON to ITF Panama for the pur-
tilities. Woemer, while advocating a firm ap- pose of crisis management were virtually even
proach toward the PDF had no orders to begin unit stationed in Panama and those brought in
a war, so he deferred a decision as long as he as augmentation. JTF Panama's mission was to
could. But the requirements of contingency protect American lives and property, conduct
plans, the increasing need for tactical command joint training and exercises and draft continen-
and control and a virtual ultimatum from cy plans. It also had to be prepared, if called
USARSO forced the issue. On 9 April 1988. Upon, to execute the plans.
with no fanfare, Woemer activated JTF Panama. Within days of its activation, jTF Poavnm re-

ceived its baptism tinder fire. On the night ot
JTF Panama 1 1 April, the Mlarine companv sent to Panama

Major General Bernard Loeftke, the com- to enhance securitV detected signs of intruders
mandin, general, USARSO, assumed con- on the Arraijan Tank Farm, a fiel storage area
mand of JTF Panama. At Loeftke's insistance, it north of Howard Air Force Base I.AFB), on the
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JTF Panama but, rather, to a Navy captain who
Staff offkers reworked the old reported to the US Atlantic Command. CINC-

operation plan to defend the Panama SO quickly rectified the problem by placing the
Canal, in essence creating a new plan, company under the Marine forces (MARFOR)
Elaborate Maze, that assumed a hostile, component of JTF Panama.
rather than a neutral or friendly, PDF. Not so easily resolved, however, was the issue
One element of the old OPLAN carried of command and control of special operations
over to the new was the requirement for forces (SOF). In the incident of 20 April west
a JTF to provide command and control of Howard AFB, conventional forces and SOF

for units conducting defensive or had operated in areas adjacent to one another.
offensive conventional operations against Yet, coordination between the units had been

the designated enemy. poor, in part because the SOF belived that, for
security reasons, they could not divulge informa-
tion regarding their mission and methods. This

west bank of the canal surrounded by hilly, tactical disconnect was mitigated when the SOF
jungle terrain. In a tragic incident, the effort to agreed to provide a liaison officer to convention-
find the intruders resulted in the death of one al forces when safety and operational necessity so
Marine from friendly fire. The shock of this had dictated. A related issue of who would be in
yet to wear off when, the very next night, the charge of running special operations connected
Marines engaged in a major fire fight with an es- with the crisis-the commander, JTF Panama
timated 20 to 50 intruders. A week later, in the (or one of his subordinates) or the commander,
area west of Howard AFB, a Special Forces (SF) Special Operations Command South, who
team reported armed men advancing on its posi- worked directly for CINCSO-was never re-
tion. Again, shots were fired and a reaction force solved to either party's satisfaction.
from the 1-508th, 193d Infantry Brigade, at- Other adjustments included streamlining re-
tempted linkup with the isolated SF team. porting procedures so that information flowed

These incidents set the tenor of the crisis for through proper channels in a timely way. Still,
the next year. To the harassment of Americans SOUTHCOM often received reports of inci-
and violations of the Panama Canal treaties, the dents well before JTF Panama. Equally irritating
PDF had now added armed intrusions onto US to the JTF were the demands SOLUTHCOM
installations, particularly the tank farm, and placed on it for immediate information, whether

north of that, the Rodman Naval Station ammu-
nition supply point. The number and intensity amarwmr TF Panam

of these intrusions varied between spring 1988
and spring 1989. US officers assumed that the cuie
PDF mounted these operations to provide expe- s*
rience for certain units, to keep pressure on US
troops and, perhaps, to provide an incident that
would make the United States look bad in the J2 J3 J4 j j j
world press or create a martyr for Noriega's cause.

While contending with the PDF, JTF Panama Coordiatio,

made internal adjustments, particularly during Cr ' J"g."" ' j'cnd policyi~J3-Ooetatons J41-Cornfro..ew'ronoc

the first weeks and months of its existence. The 4............ ......... .........
12 April fire fight at the tank farm, for example, I-!....T----------

had revealed a serious command and control Ak ,om
problem. The Marine company posted there,

Loeffke discovered, was not, in fact, OPCON to JTF Panama, Spring 1988-Spring 1989

62 October 1991 * MILITARY REVIEW



V 9

PDF pesne sercin

Noriega, although negotiating secretly with US officials, intensified his antd-
American posturing and stepped up PDF harassment of US citizens and the detain-

ineni of US seriice personnel When. on 28,VMarch. the PDF stormed the Marriott
Hotel in Panama City, arresting and manhandling opposition members and foreign

journalists ... US concernoverthle safeiv of American lives and property peaked.

accurate or not, rewirdini-z anv nin-in vi' Ii thle forces assembled undcr 1FF P'anma to think and
PU)F Un''rder pressure from \Vlhn' on W~Oern- ict -ioint." T, timlher tis coli e nandated
er h ad ILuickly leiarnled tha, t thle JCS preterred in- that a inui ir Jint trainimne event be sdcduled
aiccuirate informnation to no intormnation at 'ill. cv~erv twVO Week, And that othier opportunities to

Efforts to enhiance interservce commuILni- Comb1ine the traininc, checdules, ot twt) or more
tit-!ilny priovidinc e veryone comipatible 'er\*ices n10t be overlooked. It thle Army., to~r, x-
anld secure equtipment, _,ettim, themi to ,peratk2 inpie had an aiutar cxercise I-LinneaJ.

On thle same vairiables and teciinc eaich service Loefte iwht as.k that thle Air Force _,et in-
the 17e]'111101nlo' Of thle i itbers-proved mnuchi volved withi an AC - I Y thle N\v wii h thir

more success"ful. Ca-Jair-land team ('SEALS') and the Narine,
WXith no end in rih o the crisis. L' S mlilitarv withi their fleet intiterro rismn ecuritv reaml

intellivence i)r(tai:;aioI s inl Pinaimi hlad to inl- m, AST). s~ oon thie ITF -taitt bcan to antic ip.11e

crealse their intaike. 1,articuh rlv troi i tiimn in - the ceeal. adii hiJ h c iplpro acl hL tnt~l
rellu-,ence (HU I INT) ource's. witioilt vii ilat - t rainlingT \ieicd toia tormal weekk lv rin w
ilt- thle canal treaities ir thle rules _, iverminl_, meeCtiuc a1t IX)1in the.' 11erario iand stallt OtIiier'

inilitarv forces in a 'friendlv" host naition. These from thle sister cervices w\ould mneld their 'pri

ealconsraints tcuaramnteed thlat intellkigencc rrnininc, plan, into ii oinz undcrtmikiiw'. I o ~ekc.
Uiril lv fell ior )t*in what field ioimlainders dc- in mo re thinc11 iccl.',si I'. ', i1-LIMimed thIt, i1

sired. Altiholnich thle quantimy a nd quality ot Intel- 1suLCCe'!, sti rV" it ITF 1 >nkmtai rested primaily

i],cence improvedas thecmisckiintiniied. resiiurc- ithl thle poruiie it atiordlcd tor ik it t rmi-

int mnellttececi lletio ws nt ahmmh rio rmr, lilt- in a risis cnviroiinn
Until lust rii nthl'et ifre otliis _191C JUidrus tin s 11iC k I TI: P11moma. in

For L ieftte, im lirer Issue was etncthe thle tuCCess ot 10li1t rinUn d 1101i crwire
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complete efficiency or avert all interservice ri- ations, had been given the mission of being firm
valry. The nature of the crisis, while in many but not provocative. The proper response
ways making each service more dependent on seemed one of restraint.
the others, also brought to the surface some While the Marines agreed with the need for
deep-seated differences. None of these, save the restraint, they maintained that the peacetime
issue of SO, was more irreconcilable than the ROE in effect in Panama were too restrictive.
conflict between the MARFOR component and With the Beirut tragedy uppermost in their
the JTF Panama staff over rules of engagement minds, MARFOR commanders argued that the
(ROE) and various operational constraints. ROE did not provide adequate protection for

Colonel Arnie Rossi, the JTF Panama chief of their men. The rules for warning trespassers,
staff, used the term "twilight zone" to describe even armed intruders, !eft Marine guards vulner-
the situation in which the US military found it- able, the commanders protested, as did the nar-
self in Panama. The United States was not at row definition of what constituted hostile intent.
war with Panama, yet the situation could hardly The commander and staff of JTF Panama coun-
be defined as peace. Panama was not a war zone, tered that, if the PDF were really trying to kill US
yet Panamanian and US troops were actively en- soldiers or destroy US property, it could have
gaged in a war of nerves, mind games and an oc- done so easily on any number of occasions.
casional exchange of fire. While much of the Convinced that Noriega sought no military

showdown with the United States and fearful
lest an incident on a US installation result in

Within days of its activation, JTF killing innocent Panamanians, Loeffke, with the
Panama received its baptism underfire. backing of CINCSO, refused to relax the ROE.

On the night of 11 April, the Marine On occasion the JTF staff claimed the Marines
company sent to Panama to enhance lacked fire discipline; the Marines vehemently

security detected signs of intruders on the denied the charge-"We are not cowboys!" one
Arraijan Tank Farm, afuel storage area officer protested-while countercharging that
north of Howard Air Force Base, on the the Army evinced a garrison mentality in Pan-

west bank of the canal surrounded by ama. Both sides to the debate argued their posi-
hiUy, jungle terrain. tions on the ROE eloquently, but since both

could produce valid reasons to support their
respective case, they could find no basis for

PDF evinced hostility toward US troops, other conciliation. One MARFOR commander in-
Panamanians professed friendship for the Amer- dicated that on most differences of opinion,
icans living in their midst. the Marines and the Army could sit down and

There were also the articles of the canal trea- work out the problem. The controversy over
ties that placed legal constraints on what US operational constraints, however, was the ex-
troops could do in Panama. Yet, no US officer ception to that generalization.
in authority even hinted that the US govern- As the crisis wore on into summer and fall
ment violate or abrogate the treaty. The situa- 1988, the falling crime rate and only intermit-
tion in Panama was extremely complex, full of tent activity on the tank farm and ammunition
nuances and permeated with ambiguity. An un- supply point begged the question of reducing the
fortunate act of violence by US troops might not number of US troops in Panama and perhaps
only trigger a confrontation unwanted by Wash- deactivating the JT. The spring war scare had
ington but also might concede Noriega the subsided. The MP brigade headquarters and one
"moral high ground" in the crisis. In this twilight of its battalions returned to the United States in
zone between war and peace, the US military, the fall, although efforts by the 7th ID (L) to re-
constrained by political and military consider- trieve its aviation TF proved largely unsuccess-
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Captured trespassers being
processed at Fort Kobbe after a
major MP operation, June 1988.

The situation in Panama was extremely complex, full of nuances and
permeated with ambiguity. An unfortunate act of violence by US troops might not

only trigger a confrontation unwanted by Washington but also might concede Noriega
the "moral high ground" in the crisis. In this twilight zone between war and peace.
the US military... had been given the mission of beingfirm but not provocative.

The proper response seemed one of restraint.

ful. The activities of JTF Panama itself continued PDF harassment and fire fihts at the tank ttin
to eat into USARSOs regional missions, but and ammunition upph' point. Loeftke saw to it
talk of deactivation proved premature. If that iuard duty at the two facilities fell not lut
SOUTHCOM was concerned in the spring that to combat trxps but to combat support and
activating JTF Panama might appear to the PDF combat service support units as well. loore ,1a-
as a bellicose act, the US military now worried suming their post each night, guards had to qual-
that its deactivation might send a signal of weak- ifti in night firing. "survival Spanish" and usin
ness. There was also the message from Washing- night vision devices. Meanwhile, JTF Panama
ton that nothing should be done to "rock the continued to revise its contingency plans.
boat" in Panama during the US presidential Those plans had taken their basic tonn in
campaign. Finally, as long as it was possible that April 1988 when the JCS directed that I-lda ,,ate
the crisis miight suddenly escalate, JTF Panama Maze be broken down into separate operation or-
needed to remain in place as th, tactical head- ders (OPORD[)) tor detensivc operations VEltdcr
quarters for conventional operations. Statesman, then Post Time), ofttnsive operation>

Thus, JTF Panama won a stay ,Of execuition- (Blue Sp on), civil-militarv and stability opera-
first, until after the US elections; then, until tions (Krn'stal Ball, then 3lind Lgic) and a non-
President Bush's inauguration; and, after that, combatant evacuation operation (NEO) (Kl -
until the Panamanian elections in May 1989. like Kev). T)gether, this series otplans would be
Meanwhile, joint training and security enhance- called the Prayer I Book. SOUTHCONI kept
ment missions proceeded on a generally routine control of Blind LIIc, while ITF Panama wrote
basis, punctuated on occasion by increases in the OPOR\ for conventional operations. (A
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separate Joint Special Operations Tisk Force ning. The transition came at in Oppomte
Panama, activated in March 1988, worked di- time, a-s crisis took a turn tor the worse that
rectlv for CINCSO, as did JTF Panama, and was -prini.
responsible for planning special operations.) That turmine point came In the aftermlath ,t

Taking their cue from JCS guidance reflected presidential elections in Panama on 7 Xtav. In
in CINCSO OPORDs, JTF Panama staff officers the weeks before the election, JTF Pananr, re-
submitted the first drafts of their assigned subor- viewed and updated its plans tor enhancinIz secu-
dinate plans in April 1988. In the months that rity, evacuatin.z US citi:ens and handline ref-

ugees, among other contingencies, man\ ot
which had been addressed a year earlier. Upper-

The 12 April fire fight at the most in the minds of the commander, staff and
tank farm. . had revealed a serious field units was the potential tor violence in-
command and control problem. The herent in the electoral campaign. That potential

Marine company posted there... was was reali:ed once Noriela recogni:ed his candi-
not, in fact, OPCON to JTF Panama dates had lost the election. The general nullified

but, rather, to a Navy captain who the results and ordered his Dignin Battalions ot
reported to the US Atlantic Command. so-called patriotic Panamanians to attack a vic-

CINCSO quickly rectified the problem by tory march lcd by the winning candidates. Two
placing the company under the Marine of the candidates and several other marchers

forces component of JTF Panama. were severely beaten. In the crackdown that tol -
lowed, opposition members were arrested, jailed
and in some cases, tortured.

followed, these plans would be modified and re- As the situation threatened to get out of con-
vised, always with substantive input from JTF trol, Bush sent additional troops to Panama, to
Panama components and units outside Panama include a brigade headquarters and a battalion
such as the 7th ID (L) and 12th Air Force, all of from 7th ID (L). a battalion from the 5th ID
which had key roles to play under the plans. Mechani:ed (5th ID [MI) and a Marine light ar-

From the outset of the planning process in mored infantry company with light an ,ored ve-
February and March, there had been talk of in- hicles ideal for amphibious operatio,,. in Pan-
volving the XVIII Airborne Corps in a planning amea. The buildup, code-named Operation
and operational capacity. Loefke had success- Nimrod Dancer, firther enhanced US scurIty
fully resisted the suggestion early on, but in sum- but also accomplished the pre-positionin,, of
net 1988, SOUTHCOXI invited the corps to units called for in the contingency plans. As had

become the executive agency for planning and, occurred the previous year, conventional units
should the plans be executed, the operational entering Panama during Nimrod Dancer became
JTF JTF Panama conceded that it required cer- OPCON to JTF Panama.
tam corps assets in the event of hostilities but New troops entered Panama as otber Ameri-
vigorously protested the fill-scale participation cans were leaving Linder Operation Blade wecl.
by the airborne headquarters. JTF Panama The intention of BlaLd Jeu'ei was to reduce the
could do the planning, Loettke argued, and, number of military dependents in Panama and
with only limitei augmentation from the XVIII to bring on post military personnel living in the
Airb rne Corps, run a war. The issue remained civilian community. Designed as a preliminarv
unresolved until November when the JCS oper- measure to "clear the decks" in the event of hos-
ations directorate (J 3) decided against JTF Pan- tilities, the operation served the purpose of a par-
ana. In February 1989, in a cordial gathering of tial NEO (thousands of American citizens livin,' ,
the appropriate planners, the XVIII Airborme in Panama were not affected) but lacked the !e-
Corps became the executive agency for plan- gal status of a formal evacuation. This tact, to-
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JTF PANAMA

,ether with the short notice gi\ven many tamilie.,
that they had to leave the country by midsum- Noriega recognized his candidates
mer, created no sinall amount of resentment, had lost the election. The general nulli-
1 -rsonal hardship and confuision. Althou.Wh fled the results and ordered his Dignit'
each service was responsible for its own people, battalions of so-called patriotic
ITF Panama monitored the operation, often Panamanians to attack a victory march
making up the rules as it went along. Innovative led by the winning candidates. Two of
thinking and dedicated efforts, to(,ether with the candidates and several other
timely assistance from the Department ot the marchers were severely beaten. In the
Armv, helped accomplish the mission. Absent crackdown that followed, opposition
thro,, .hout, however, was the necessary doctri- members were arrested, jailed an,
nal ,uidance for this kind of quasi-evacuation, in some cases, tortured.
In etffct, "doctrine" was being made on the spiot.

With the additional torces arriving in Pan-
ama, JTF Panama created three TFs. TheTFun- Guidance from hiher headquarters left n,
der the 7th ID (L) brigade commander had the doubt that all measure,, up to and includin,.'e
Atlantic side of the canal area as its area of re- dendly force it need be, would be used to. iccom-
sponsibility (AOR); the TF under the 193d Bri- plsh the mission. Washington was not bluffmn ,,
-ade commander had as its AOR the east bank although Bush did not desire war. Noriea evi-
on the Pacific side; and the T under the MAR- dently was convinced of US determination, i,>
FOR commander exercised authority over the the PDF made little effort to interfere with the
west bank on the Pacific side. convoys and exercises. In addition, PDF harass-

Mission changes for JTF Panama accompa- ment of Americans and armed intrusions onto
nied the changes in organiration. US troops US facilities came to a virrual halt dUrinmz the
would no longer simply react to PDF provoca- summer.
tions but would reassert many American treaty This did not stop Noriega from turning some
rights that the PDF had been violating at will, operations under Nimrnd Dancer to his adva-
Evidence of the new assertiveness included con- tate in his campai,,n of psycholoical wartire. an
VO's of inilitar' vehicles moving from one side ot area in which most analysts a,,reed the eneral
the canal area to the other, an increase in hith- excelled. For example, in one particular show, ,t
visibility joint exercises and the sei:iniy of US torce, NIPs were inserted into F,,rt .madr. in
property that had been leased to the PDF in bet- installation shared bv the PDF with US service-
ter times. men and families. Noriea arrived soon after the

The assertion of treat, rights, in the words of insertion, with his media in t\v. Smilin, the
oine JTF Panama officer, put the United States general shoo)k hands with an NiP and ,to'redl
"in a provocative mode," although one in which himself ip for arrest if the NIP., were inclined t,
it continued to claim the moral high ground. apprehend him. in minutes,, he had stiftened the
The concern, of course, was that this course impact of the operation, transtonnint a pressure
would lead to a confrontation with the PIT tactic into a comic event. Loetfkeconceded N,,-

riega's "great propat.anda plo-" and took steps t,

prevent its repetition.
With Norieza and the PIF refiiinwu, ocnr-t

Civil soMilitr the assertion of US treaty riht, the dant'er ,'
M Policeni war in summer 1989 receded. lfhotilitie, camC.

it would be throuh accident, n, t dcsien. T,
Pulic For I those US officer, still hotpin, to) iv ld in. w w,u, ,., I war and its Ion,.z-rerm ramniticarit n,, ,i number,'

Military Support Group, JTF Panama. Spring 1990
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unintentional confrontations that could have ROE." The pr,',fe.,sionalism otthe US soldier, his
provided a casus-beli caused deep concern. in flexibility and his abilitv to adapt to confusing
one six-week span, from late \av thru(h June, aind uncertain conditions contributed to keepiniz
there were at least six unanticipated incidents in the crisis from spilling over into hostilitie.,
which the two sides only narrowly averted ho,,- through unintentional action.
tilities. Several of these near misses derived from War did not break out, but neither did the cri-
poor coordination or simply bad luck (a wrong sis abate. Diplomatic effirts by the Organi:ation
turn. for example. bringing PDF and US troops of American States tailed to resolve the impasse.
into unwanted contact). Rarely are military op- In a widely publici:ed comment, Bush implied
erations executed without some snag. that he would not be saddened if elements with-

More disturbing,, however, was the mind-set in the PDF overthrew Noriega. US assertiveness
of the combat units enteringi Panama-they seemed designed, in part, to put pressure on the
simply had not been prepared to anticipate the PDF in hopes of encouraging such a develop-
situation they confronted. Units from the 7th ment. But by the end of June, the PDF remained
ID (L) and the 5th ID (N), by their ownl admis- unresponsive. Under directives from the ICS
sion, arrived in Panama assuming that war was and guidance from SOUTHCOM, JT Pmavnam
under way or imminent. Instead, they entered began studying options to.r "ratcheting up" US
the twilight :one, with its areas of gray, its ambi- pressure tactics. The planming to squeeze the
guity and its legal and political constraints. PDF harder began inder Loeffke, but execution
Trained in a sterile "force-on-force" environ- fell to his successor, Brigadier General (soon pro-
ment, they went through the mental agony of rooted to Major General) Marc Cisneros, the
adapting: learning how to forgo combat in tvor toner SOUTHCOM J 3.
of psychological war games, applying the ROE In late summer and into fall 1989, Cisneros
creatively to unique and unanticipated missions, oversaw a series of joint PURPLE STORM train-
observing the letter of the canal treaties and in, events and smaller SAND FLEA exercises,
learning how to operate in an environment in the latter calculated to irritate and confise the
which friends (the majority of Panamanians) PDF and to demolish its conviction that the
and enemies (the PDF and Dignity battalions) well-being of ti'c institution depended on No-
were intermingled. One brigade commander riega remaining in power. Both kinds of exercises
noted that, given the realities of the crisis, he had were also desigzned to rehearse parts of the con-
come to rely more on his staff judge advocate tingency plans tfr defensive and offensive opera-
than his operations officer and that he would tions and to desensiti:e the PDF to the frenetic
gladly have traded one of his rifle companies tor activit' of the US troops near PDF installations.
an NIP company "well trained in peacetime To enhance the readiness of US trces, Cisneros

also initiated combat readiness exercises (CREs)
to reduce the time needed for units under his

Military intelligence organizations command to reach the points from which the\
in Panama had to increase their intake, could begin operations called for under the plans.
particularly from human intelligence From the -iewpoint of TF Panama, the inten-

sources, without violating the canal siftied exercises, which at one point included the
treaties or the rules governing military,  temporary shutdovn of a caIse\Vav connectin,

forces in a "friendly" host nation. These Amador w\ith iAand-based PDF units beyond,
legal constraints, however, guaranteed did raise the enemy's level of anxiety and frustra-
that intelligence usually fell short of tion. But available evidence to dare provides no

whatfield commanders desired... [but] link between this increamed pressure and the de-
improved as the crisis continued. cision by a handftil (if PDF officers to attempt to

overthrow Noriega in early October. By coinci-
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A company of the 5th Infantry Division
conductiing a freedom-of-rnovement
exercise across the Panama Canal
Swing Bridge, May 1989. The troops are
en route to Aibrook Air Force Station.

&

Miss ion changes fior .ITf Panama accompanied the changes in organization.
UIS troops would no longer simiply react to PDF prov ocations but would reassert mnan -
,American treatv rig/its that the PI)F had been violating at wsill. Evidence of thle new

assertiveness included convioys of mnilitarv vehicles moving from one side q/ the canal
area to the other, an increase in high-visibility -joint exercises and~ the seizing (4 L S

propert that had been leased to the PDJF in better times.
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15 December, that the Panamanian opposition Ancon Deni station and the PDF engineer corn-
wanted the United States to oust Noriega, the pound. The battalion also took the brunt of the
acting chief of staff, USARSO, retorted, "We're PDF "counterattack" at the police station on 22
waiting for them to do it." December. The Marine TF Semper Fi secured

the west bank aind the Bridge of the Americas
and took out a PDF station during the first day

With the additional forces arriving of operations. TF Atlantic secured key facilities,
in Panama, JTF Panama created three seized Renacer Prison, neutralized the PDF 8th

TFs. The TF under the 7th ID (L) Company at Fort Espinar and isolated, then
brigade commander had the Atlantic side took, Col6n.
of the canal area as its area of respon- MP units, in the forefront of the US response
sibility; the TF under the 193d Brigade to the crisis before Just Cause, were parceled out

commander had.., the east bank on the to each TF to perform their traditional battle-
Pacific side; and the TF under field missions. The aviation and engineer battal-

the MARFOR commander exercised ions and the area support _roup stationed in Pan-
authority over the west bank. ama were kept busy throughout the operation,

while the Air Force provided AC-i 30 close air
support and performed yeoman's work in bring-

That afteimon, Noriega gave a vitriolic anti- ing troops and supplies into the country, despite
American speech after the Panamanian legisla- an intense ice storm at Pope AFB, North Caroli-
ture named him head of state. Emotions in Pan- na, as paratroopers began to deploy the night of
ama ran high, culminating the next night in the the 19th. The Navy, for its part, secured coastal
shooting death of US Marine Lieutenant Robert sites and provided support for SEAL and other
Pa: at a PDF roadblock and the subsequent abuse special operations.
of a Navy lieutenant and his wife. Within 24 In sum, the combat, combat support and coin-
hours, Bush ordered intervention in Panama. bat sen'ice support elements that had trained
Just Cause kicked off at 0045, 20 December. and worked underJTF Panama served with cour-

age and distinction during the combat phase ot
Just Cause JuIst Cause and were instrumental in its successful

Stiner directed j.st Cause from the operations Outcome. They had much f.r which to be proud.
center at Fort Clayton. As planned, staff officers That the media, in their intatlation with the
from the now deactivated JTF Panama provided XVIII Airborne Corps and the 82d Airborne Di-
support. Units that had been OPCON to JTF vision, overlooked this contribution caused
Panama. especially the 193d Infantry Brigade some resentment among the units stationed in-
and the battalion from the 5th ID (M), encoun- country. With a resigned sense of cynicism, the
rered some of the heaviest fighting of the inter- 193d began referring to itself sardonically as "the
vention. As the key elements in TF Gator, the Sqtealth Brigade."
4th Battalion, 6th Intantrv (N) and a company Cisneros also made a simnificant contribution
trom the 1st Battalion, 508th Intantr" (.Air- to bringing the fihting to a swift conclusion.
bome), led the deadly assault on the Coman- saving perhaps hundreds of lives in the process.
Lucia. Meanwhile, the rest of the 1-508th neu- On 20 December, he traveled to the Atlantic
trali:ed the PDF company at Fort Amador, side. \Vhile there, his attention was called to a
tollowin, an air a.ssault of the installation. PDF prisoner, a naval officer who professed no

The 5th Battalion, 87th Infantry, secured var- fondness for Noriega. Cisneros retumed to Fort
ious US housing areas and took out several tar- Clayton where, with the help of this officer, he
eets, including the local traffic police station, the placed telephone calls to PDF commanders
Balboa Deni (national intelligence) station, the throughout the countrv. convincing them hir-
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ther resistance was futile. Cisneros again made
his presence felt when he participatcJ ,s thc mil- One brigade commander noted
itary's principal representative in the Bv:antine that, given the realities of the crisis, he
negotiations to arrange Noriega's departure from had come to rely more on his staffjudge
the papal nunciature into US custody. advocate than his operations officer and

Rarely in this kind of contingency operation that he would gladly have traded one of
is there a clear demarcation between the co mbat his rifle companies.for an MP company
phase and the stability phase, the latter driven by "well trained in peacetime ROE." The
the need to reestablish law and order and provide professionalism of the US soldier...
nation assistance. In Panama, its in the Grenada contributed to keeping the crisis from
and Dominican Republic interventions before spilling over into hostilities through
it, the stability phase did not begin after the corn- unintentional action.
bat phase but during it, well before adequate
numbers of civil affairs specialists had arrived on
the scene and while MiPs were still conducting continues today and presents JTF PatuamU with
their battlefield missions. As a result, combat perhaps its greatest challenge. If this post-crisis
units often found themselves performint civil af- phase fails to achieve its objectives, many Pan-
fairs, constabulary, security patrols and other amanial and US lives taken during Jikst CLause
noncombat missions, will have been lost in vain.

Some combat units had anticipated pertonn- In conclusion, JTF Panama did not win the
ing such duties on a temporary basis, but few had war in Panama, but for more than two years, it
actually prepared for this eventuality. The sud- provided da\'-t,-,ay mana, ement of the crisis,
den transition from combat to stabilirv duties, planned contingency operations, enhanced the
with the latter's restrictive ROE and political security of US personnel and property, trained
constraints, caused frustration and, before rigid assigned forces to think and act "joint," con-
fire discipline could be imposed, sometimes trag- ducted exercises that served as rehearsals of the
ic incidents. Units that had been stationed in OPLANs, coordinated with other headquarters
Panama long enough to know the people. their having responsibilities in the crisis, set the ,tage
behavior, their customs and the terrain tended to t.or possible LS intervention and Became the
make the transition from warrior to constable military vehicle for aisi~tn the US Embav in
with greater ease and effect than those units its efforts to re-uild ad restructure Pinama. De-
deployed exclusively for Just Cause. spite manpower shortages, occasional interser-

Initial civil affairs, civil-military, constabu- vice friction and being put, at times, in a "learn
lary, stability and nation-assistance missions while you earn" situation, the ,peration , ITF
lacked adequate coordination. To provide cen- Panama and the units attached to it was intri-
tralized direction to the military's efforts in these mental in successfilv resolving the crisis. To -;a
areas, a military support group was set up in mid- the least, its pertolnnance was ditinimishe., cf-
January and placed tinder ITF Paramka, which fective and essential. Its existence puts into
had been reactivated with the redeployment proper perspective the flict that hut . ls c \,
of the XVIII Airborne Corps. The nation- but one phase of the L'S militarx', involvement
assistance effort, initially called Promote Liberr'v, in the Panama crisis. MR

S Laur'ence A. 'izew s ~chitf~ Ist, rcai Ser'lceS U' ,m rmee. I;,b in't tw&, ',,,a:a, . \

Armv ( Cmmam atI ( eneral Nutt C, lkqze, Fort Leat'enurth. Ka'a., t' I k.i,, cth ,n
in chief f the neu'N turmed .'.N( : Prcs . He receved a Ph. 1). ni,in ,m u :., b,' tr ,n
the 1 nit'rsirN ,tKansa. He is d aia, ir 4 Power Pick: .S. ins In trventin in n I P" ,mi-
nican RcpuHic. 1165-11)66, Leavenworth Paipcr, No. I 5. and i, ;trcnti,- m ta,,
(I histor- ,tJoimt Task Force Panama and the Panamna criss.
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AirLand Operations: Are Unit Changes Needed?
By Lieutenant Colonel Richard L. Stouder, US Army

The purpose oft this article is To stimulLiLte XLBF (the 1,mh1rella concept) and its mnore recent
th1ough~t aind discussion in ouir profession ;ib-out thle torm, A\irLind Operations. .ire ev-oltiinaN* cxten-
chalngs in uinit or-inirations being contemiplated ions ot A-Ll'. As n extension it dev'elopin,- tile
bv the U'S ArmyN Trainin, and Doctrine (~'ommnand A-irLand Operations concept, TRADOC(. is, hkokint2
(TRADOC), Fort Monroe, Vireinia.; s n exten- It sev'eral "alterniative orin I niat ions. TRAIXX's
'ston ot the AirLand Operations 0irerv called alnalysis of the nmplicatrions of doctrine, tniininiz.
A-irLand BKittle-Ftiture I ALBFII co ncept. A\r materiel, leader deveh pmnent and fource desizn c i.oi-
these changesc. necessairy to proscuLte AirLaind O1- pri~e thle tAlowinL! elemients ot the framew%%ork upron
craitions, or aire tile\- simiply drills to either deceive wvhich the alternaitive organi:aitions are based:
the Uninitiated or rationaili:c TRA-[X)(-Y problemi- 0 Agile battailion.s: Thiree comipanies. tup-
solving mo1del; that is,, doctrine has chainl'ed. there- ported by external repair and suippl\.
tore, organi:aitions mu1Lst chainge 0 ( ombined arms briiza.des: Comibined Arins

One of the constaints in our L'S Armyi\ is chanc. integrato tou sa rgd nta btaIn
(:kiinge is necessary- tor our Armyv to accomiplish its * An\I unburdened tactical conimander: \lis-

mnission in an ever-chainging, wvorld. Cange, MUST ion lo~istics is, ptished to Unit by brigazide aind corps
be drivenr by threat maalsis. tCchi h 1'lz CVi ltt inI7s1istcins
aind resources cons idenat ions. Ou-r chaleng~e is to SCorps-baLsed AirLind Operations: The corps
balance the requiremnents for chainge wvith the is the echelon for flexible taisk oitzani:ation aind.
"1goodness" inherent in staibilit-v in the \viii-ightin,_, now\, tor massed com1balt support.
buisiness. 0 Division is thle taictica echelon: The div\i-

TRAIX-V has, proposed chics in :\ir-Land -ion ties flexible commanmd and control (('-)
Rattle (ALB) AS it is currently- outlinedJ in lUS TRARX?'s alternative base desiizi's toir the
Armyv Field Manuial kF\ I 00-5. )pcnirious. comibined arims bride. nicchmaried intantrv b-ri -

Forward I
Headquarters I FF1 Support

Battalion

44 Infantry Fighing Vehlicles eduatr Headquarters Haqatr
114 Mii3s
36 Non Lie of Sight-

Antitank Weapons

IFm1
IMPACTS: Make the force easier to task organize for
Self-reliant brigadesstaeioeainladacclemoy n.
Common division base strteEc oprtoa n acia mlyet spl rnpai nFlexible corps structure

" Maneuver battalions assigned
* Division commander establishes support

unit relationships: direct support to attached

Figure 1. Cleat Alternative Base Combined Arms Brigade
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gade and the maneuver battalion are shown in fig- suggests reinvesting the fourth company in more
ures 1, 2 and 3, respectiveLi: TRADOC force de- Active component brigades.
signers state that "the most significant design Have we heard this debate before? You bet we
change proposed is that of a combined arms brigade have! Remember the Division Restructurine
to provide better strategic flexibility and operation- Study? Division 86? Army of Excellence? Prior to
al agility." Division 86 implementation, maneuver battalions

As we look at these three "clear alternative base had three line companies, but years of test and
case organizations," several points require attention. evaluation resulted in the Division 86 structure un-
The scout platoon and nonline--of-sight antitank der which we now operate. "Examination of data
company at the brigade level and the increase in collected from the 1973 Arab-Israeli War and the
engineer capability are positive changes that have Division Restructuring Study led to a four-tank
evolved from our experiences at the combat train- platoon, three-platoon company, four-company
ing centers (CTCs). Maneuver battalions have battalion structure."' The mechanized infant'
been de facto assigned to brigades for years even battalion was increased to four line companies to
though our doctrine has stated that battalions are keep it compatible with the four-company tank
attached to brigades by the division commander ac- battalion.
cording to mission, enem, terrain, troops and time What has changed since these studies' The
available. Artillery, air defense, engineers and corn- methodology used in all these studies defined the
bat service support (CSS) remain in direct support. battlefield in terms of critical tasks that must be
But is this significant change? Assign the artillery performed to win. Winning has always meant de-
battalion, air defense battery, engineer battalion teating the enemy by fire and maneuver. What in
and forward support battalion (FSB) to the brigade, AirLand Operations has changed that necessitates
and we have a true combined arms brigade and a combat power reduction'
truly significant design change. The latest study conducted by TRADOC Analh-

The most significant design change is in the ma- sis Command (TRAC), Fort Leavenworth, Kansas.
neuver battalion. Going from four to three line
companies reopens a debate we seem to revisit ev-
ery seven to 10 years. The proposals in the first 206

three figures for the mortar platoon and antitankunit continue discussions that have been going on no
for years. The removal of the maintenance platoon 76 604 3Pr3r

and support platoon from the maneuver battalion is D°° Support Relatonsip

not just significant. It is a radical and revolutionary
change! 30

TRADOC has models that it uses to facilitate 563 ;3

change. The first step in any modeling process is to [7m4 d M

"define the problem." We must ask ourselves what Iigece

we are trying to fix or achieve with this organi:a- 137

tional change. TRADOC does not tully articulate Figure 2. Mechanized Infantry Brigade (MAPEX Versionl
the problem with our current organizations. Have
the field commanders voiced dissatisfaction with
current unit organizations? Have lessons learned
from the CTCs (and, now, operations Desert Shield I I
and Desert Storm) surfaced problems that mandate
change? We must ask ourselves, "Do we have
problems that require these changes in organiza-tion?" Or if we have problems, "Do the solutions offe,
lie solely in organization chanege?" ' ' 10 HMMWV$

Why should we reduce the line companies in a
maneuver battalion from four to three? TRADOC
analysis offers a "clear alternative base maneuver ,0 120m. 0rtr
battalion" that employs the "rule of three"---easier "

to command, more agile and generating combat
power faster. TRADOC proposes a structure say- 6 Line of Sih-A,,t,,,, Weons

ings, on one hand, and, then on the other hand, Figure 3. Clear Alternative Base Maneuver Battalion

MILITARY REVIEW * October 1991 73



Three-Company Heavy Brigade Four-Clompany Heavy Brigade
*$4efte 9 Finish Uasf or-~--

* ~ss vuferable toenemy reonnaissance - Moehbtal telationshipis liter task''jnie
* Qu~~fr~a~ior to ewstuitons_ *More flexible to support I: " terecoda ~ance,
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A Three-Company Heavy Brigade Is Agile A Four-Company Heavy Brigade Is Flexible
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.. when conditions are properly established.
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INSIGHTS

the ability to "think on their feet." Are today's for the ITV
leaders not capable of the mental aspect of agilit If we remove the prejudice toward the I-TV
SO that the answer is to reduce the physical aspect ;hould we keep the organization? Antitank units
of agility? Are today's maneuver battalion corn- have been used by armies since the advent of the
manders not competent enough to maneuver t'nur tank. The infantry battalion commander mu.,t
companies? have orzanic ability to kill tanks. The antitank

Proposed changes in the brigade structure have unit frees the tank and infantry fighting vehiclegiven battalion commanders an additional concern (1EV) of antitank missions and allows them to be
regarding mortars. Maneuver battalions currently employed in maneuver. With an antitank unit, the
have six 107mm mortars with two fire direction maneuver battalion commander can influence the
centers. The 120mm mortar is a big improvement battle by blockingoverwatching the enemy with
over the 107mm mortar. Is four the right number? antitank assets and using tanks en masse for shock
Six or eight? effect during maneuver to close with and defeat the

The Close Combat Study Group results have in- enemy.
dicated it takes four indirect fire weapons to ,et What is the correct number of weapons systems.
maximum effect. That wa:s the rationale for eight- nd what is the correct organizational structure:
gun artillery batteries. Is employing four 120mm TRADOC is attempting to determine the proper
mortars without the capability for split section op- mix of medium and heavy antiarmor systems. Pre-
erations worth degradation in capability? Is it at- liminary results indicate that below 12 systems in
fordable to field an eight-gun platoon? the antitank company there is a significant efficien-

As a maneuver battalion commander, I must cy degradation and only slight efficiency increase
have mortars. They provide the battalion with im- with 18 or 24 systems. As far as organizational
mediate smoke, suppression and illumination. structure, 12 systems should be organized into a
Mortars give the flexibility to assign artillery prior- company t(. Aiclitate C2, training, administration
ity to the main effort and mortar fire to the sup- and employment. It is also better to have a captain
porting effort. What is the correct number of ,un as the principal trainer and battalion antiarmor ad-
systems? Four is too fe ; while eight is too) costly viser than a lieutenant because of the experience
We have made two sections of three work for years, level and ability to manage the multiple systems on
let us keep six guns in the heavy mortar platoon. today's battlefield. Another company headquarters

The TRADOC alternative eliminates the anti- also gives the battalion commander flexibility dur-
tank company and replaces it with an antitank pla- ing mission analysis by providing another headquar-
toon. There has been a lot of discussion regarding ters to task organi:e.
the antitank company. At the bottom of all dissat- The most siinificant and revolutionary chance
isfaction with this unit is the M901 Improved proposed by the TRADOC alternatives is that "re-
TOW (tube-launched, optically tracked, wire- pair and supply are removed from the maneuver
guided) vehicle (IT'I). This slow, difficult-to- battalions and centrali:ed in the FSB to increase
maintain weapon system has been a thorn in our agility and improve service support efficiency 4

side for years. This concept does not pass the commonsene
What if we got rid of the ITV and filled the test. Removing maintenance and resupply from a

antitank company with an antitank weapon svs- maneuver battalion will neither ensure agility nor
tem, mounted on a Bradley chassis, that could fire improve service support efficiency. The heavy ma-
multiple, simultaneous engagements and kill tanks neuver battalion has agilit" because the commander
at a far greater range than the TOW missile sys- ouAs a maintenance capability and a limited resup-
tem? The line-of-sight antitank, which fires a ki- ply capability. Requiring the maneuver battalion
netic energy missile, is the proposed replacement commander to coordinate with a unit outside his

Dismounted Infantry Army of AirLand AirLand
Excellence Operations OperationsThreat US Equivalent 4 Companies 3 Companies 3 Companies
(2 sod platoons) t2 sod platoons) t3 sod platoons

Motorized Rifle Regiment (MRR) 650 Mechanized Brigade 480 360 522
Armored Brigade 240 180 261

Motorized Rifle Division (MRD) 2,900 Mechanized Division 1,200 900 1,305
Tank Division 1,750 Armored Division 960 720 1,044

Figure 5.
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chain of command for maintenance and all resup- tactical trucks) kcurrentlv proposed as three) to 'tip-
ply wil not improve support efficiency. FM ICL-5 port emergency fuel requirements. The FSB corn-
states that friction (accumulation of chance errors, bat supply company will move tuel torward to unit
unexpected difficulties and confusion of battle) im- locations and refuel vehicles in position.
pedes agility.5 Removing maintenance and supply Ammunition will he resupplied by the combat
from a maneuver battalion is like throwing sand in transportation company, in the same manner as
a machine that is currently working effectively fuel, with cargo HEM'Ts. Battalions will retain a

Let us now look at the support plan for the ma- limited capability to haul cmergency ammunition
neuver battalion. The US Army Ordnance resupply.
School, Aberdeen Proving Ground, Maryland, has The nonlinear battlefield envisioned by AirLand
developed a plan for logistic support, designed for a Operations is offensive in nature and requires the
US Army corps fighting under a nonlinear war- maneuver battalion commander to operate di-
fighting scenario. A major component of this plan persed, move tast and mass at the time and place
is the battlefield maintenance system, particularly required to kill the enemy. The extended nonlin-
as it applies to the maneuver battalion.6  ear battlefield distances require mobile and self-

The current maintenance platoon in the maneu- sufficient maintenance. The battalion commander
ver battalion will be reorganized as a combat main- must control his logistic preparation and resuppl.
tenance platoon. This platoon will be organic to Maintenance and logistics must be responsive to
the combat maintenance company found in the the task firce needs- maintenance and loistics will
FSB. Additionally, the FSB retains the forward not be responsive unless he owns a significant capa-
support maintenance company, combat supply bilitv.
company, medical company and the combat trans- Many battlefield maintenance system aspects are
portation company.' As the maneuver battalions required to improve our Army's maintenance pos-
get smaller, the logistic tail gets larger. ture, but the system can be implemented without

Combat maintenance platoons would occupy removing the maintenance platoons from the ma-
maneuver battalion motor pools and would provide neuver battalions. There are several concerns
all 20- and 30-level maintenance to the battalion about the system worth noting:
with which they are habitually associated. There is 0 It is based on optimistic resource levels.
ongoing discussion concerning rewriting the tech- * It requires new support vehicles (armored
nical manuals to give more maintenance tasks maintenance vehicles, rapid recovery vehicles and
(making some current 20-level tasks into 10-level high-mobility contact trucks); a highly responsive
tasks) to the crew and reworking the maintenance supply system; new and improved automation; and
allocation charts. a U_ system.

The combat maintenance platoon would provide 0 Increased crew maintenance tasks may over-
all Class IX (Repair Parts) and Class Ill (Petro- burden tank/IFV crews.
leum, Oil and Lubricants) package products. Ve- e Battle damage assessment and repair
hicle crews would carry limited "combat spares"- supplemented by cannibalization is not directly
the extent of which is vet to be determined by the controlled by the maneuver battalion commander.
proponent schools. e It eliminates maneuver commander control

Battlefield recovery would also be the responsi- over maintenance.
bility of the combat maintenance platoon and the * It severely restricts company/battalion Class
combat maintenance company. There are also on- IX stockage.
going discussions that would allow maneuver bat- We have problems in torce logistic support that
talions to keep enough recovery vehicles to do "in- need to be addressed. There are warts in the way
stride" recovery, we do maintenance in our Army. TRAOX' ..

Battle damage assessment and repair will be ac- proposing major surgery to tix the warts. I think
complished by the combat maintenance platoon to our Army deserves a second opinion before we do
include vehicle cannibali:ation. Civilian augmen- such radical surzery. That second opinion must
tation will be provided to peroinrm scheduled .rvice come from the tield commanders. Army ,rgana-
to compensate for the shortfall of man-hours. All tional changes or changes in concepts tor ,upport
maintenance records will be maintained by the must be thoroughly evaluated and tested bet re mi-
combat maintenance platxn via the Automated plementation.
Maintenance Management System (AMMS). TRADOC is trving to remove the support bur-

The maneuver battalions will retain a small den from the maneuver battalion commander. To
number of fuel HEMTTs (heavy expanded mobility the heavy filrce commander, task force mamnte-
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nance and support are not burdens. They are ac- battalion commanders during Operation )cserr
cepted requirements. The heavy force views main- Surm would have given up one of their line corn-
tenance the same as aviators-combat readiness is panies, their maintenance platoon and support pia-
tied directly to maintenance. Logistics and maneu- toon? Operations Desert Shield and Desert Sut'm ccr-
ver are inexorably linked in the "winning on-the tainly highlighted problem areas in our lotnstics
battlefield" equation. The maneuver commanders system, but we should not make our maneuver bat-
must own the assets to make this equation work in talions the bill payers tor fixing CSS.MR
training and combat.

The best learning laboratories we have are the NOTES
CTCs. Lessons learned have told us we have prob- ot S
lems in maintenance and logistics support but that o Rer.S ArAty Combobee Arms Combat DveasO e
the fix at maneuver battalion level is trairnn not 1981. with June 1983 addendum: Divisbon Restructunrng Evaluation, Iroeen-organzatinal cang ent Evaluation Report, Brigade Phase. vol. 1. Executive Summary. CAC. Fort

organizational changes. The many lessons already Leavenwonrh. Kansas. December 1979.
2. US Department of the Army Field Manual (FM) 100-5. Operatonslearned from operations Desert Shield and Desert Washington. DC: Government Pnnting Office. May 1916). 16

Storm tell us the same. If we are to hold the ma- 3 dif4. TRADOC Working Draft, Trends and implications for th US Amly s Fu-

neuver battalion commander responsible for his :ure AirLano Battle. 34
5. FM 100-5, 16.force's readiness, we must give him the resources to 6. Draft Concept for Logistic Support of the Nonlinear Battlefield. US Armyaccomplish his readiness mision. Ordnance Soloo, Aberdeen Proving Ground, Maryland. 1 August 1990

Today's maneuver battalions' structure has proved 7 Ibid.. 11

itself. The structure was tested during the Division
86 studies and has been proved over the years. The LTCStouderisasudentat The NatuonalWarCollege.
unit organizations suit the mission requirements for Natioral Defense Universiri, Fort Leslie J. McNair.
units stationed around the world. The organization- Waushington, DC. He received a B.S. from the Universiry
al structure has proved sound at the CTCs and, . f Southern Mississippi, an M.A. from Central Michigan

Universiri and is a graduate of the US Army Command
most recently, during operations Desert Shield "and and General Staff College. He commanded die 2d Bat-Desert Storm. Today's maneuver battalion has the talion, lth lnfantry. (Mechanized) of the 197th Infanrr-
speed to move 300 kilometers quickly, and its in- Bngade (Mechanized), Fort Benning, Georgia, deplyimg
herent CSS enables the force to maintain momen- with e bautalion on Operation D)esert Shield.
tum to defeat the enemy. How many maneuver \1

Closing Argument on xok they might consider reading but to mislead
Stormtroop Tactics them as to both the book subject and author's

While I am flattered that Mi/itarm Retiew should character.
devote so much space to a discussion of my Storm- Strnmtroop Tactics is not about the Drill Rc,:ZL-
troop Tactics: Innmoqauon in the German Army, tios of 1906. Neither is it about the Prussian ,-uard
1914-1918, 1 am somewhat distressed that Daniel or even operational art. Designed to be a compan-
J. Hughes, despite two opportunities to publish his ion to the pathbreaking works of Graeme C.
views on my book (August 1990 and July 1991 is- Wvnne IfGermany ,Att .ks) and Timothy T Lurter
sues), has failed to address or even identify the (The Dynamics of Docm'ne), it tells the story of Ger-
book's major themes. The comments Hughes does man tactical innovation in World War I from a nev
make, both in his initial review and in his reply to perspective-that ot small-unit commanders in the
Professor Bradley J. Meyer's comments, deal with field. Thus, ain introductorv chapter provides basic
peripheral issues-material I included in the book information on the German army before \World
to provide readers with both a framework and a War 1. A concluding chapter makes some links to
place to begin. In some cases, Hughes is technical- what happened after 1 1,8. The bulk of the -,ook.
ly correct. In others, he Is badly mistaken. In all however, consists of detailed battle description,. :he
the points he makes, however, his comments serve evolution of certain combat techniques and the or-
not to provide readers with information about a ,ani:ation and training ofcombat units.
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Hughes rakes exception to much of the terminol- tics after 1914 pent some time with those re.i-
ogy I use. Clearly he preters literal, word-for-word ments does not negate the tir more important tact
translations hence his tondness for "War Academy" that small-unit tactics in the Luard intantrv regi-
rather than "General Staff Academy," "task" rather ments were seriouslv behind the times.
than "mission" and "Royal Prussian Guards" rather In explaining this phenomenon, I overstressed
than "Imperial Guard." While there is much virtue the social role of the guard officer. I should have
in that approach, I opted for translations I thought mentioned other causal tictors-the habit or prac-
would better convey the meaning of the German ticine combat tactics ,n the parade ground, the
term to today's English--speaking reader. The Gen- Kaiser" personal fondness tor military spectacle, the
eral Staff Academy was a school run by the General deliberate cultivation of a premoxem sense of hon-
Staff with the aim of producing candidates for the or in guard otficers and the tendancv of upwardly
General Staff. The General Staff Academy bears mobile officers of the German army to focus on
much more of a resemblance to a modem staff col- problems above the battalion level rather thanlege than a modem war college. A mission is a job malli-unit tactics. Nonetheless, I stand by my
to be done where the emphasis is on the outcome characterization of the Imperial Guard as tactically
rather than the process. The Imperial Guard was a behind the times. The proof of this comes not only
formation with the twin tasks of guarding the per- from the costly frontal assaults carried out by guard
son of the emperor and serving as i field tormation infantry regiments in the fall of 1914 but also the
of the federal army. tact that, after a long period out of line to refit and

The few paragraphs on German regulations be- retrain, these same regiments carried out the same
fore World War I that I include in Stormtroop Tac- sort of attacks ,with the same sort of disastrous re-
tics are important to make a simple point: Germa- suits) during the battle of Gorlice-Tam6w in May
ny's prewar regulations, however advanced they 1915.
might have been in relation to those of other mao.r The shortcomings Hughes finds with Strrmrroop
powers, were not up to the task of preparing sol- Tactics are not only poorly based in tict, they deal
diers for modem battle. The contemporary litera- not with the hxk I %%Tote but with the bxk I didture on the subject, written before the regulations not %%Tite. The subtitle of my bxk, Innovation inrureon he sbjet, efor th reglatons the German Armyv, 1914-1918, clearly lays out the
were tested by combat in 1914, sheds little light on - ,
that problem. Studying the World War I battles, scope of the work. It is about what happened in
however, does. For that reason, I spared the reader tour short but eventful years. A book providing "a
an extensive prewar debate and focused my atten- long-term perspective on the evolution of the Prus-aon onsthe actual fighting. sian army's theory and its intintry tactics" would.My short discussion of the Daiua Regulations ft perhaps, miake use of the unnamed "important1888 makes a similar point. That the Drill Regula. sources in the German archives" and unspecifiedtins of 1888 had many virtues (such as the simpli- "literature readily available" that Htughes condemns
cation o both formal drill and terminology it me tor havim overlooked. That book, however.

at o oh omldil n ernnl~) ha yeht e written.at issue. Nor is the fact that they' were an improve- h ials et tooectt ohtinnt over regulations issued in 847-a time when Finall, I must object to the "cheap shots" with
ove reulaion isuedin 8 4 7 a rme hen which Hughes ends bo th his reviews. "Sloppy .-chol-

armies were still equipped with muzzle-loading mus- ahiph cittins th "aren pesional"pynd aket-cotesed n te last Wht i imortritf .or arship" citations tha;t "are not prote~ssional" and ,i
ets--contested in the least. What is important tot "lack of knowice .. ot basic scholarly proedures'"

my relatively modest aim of setting the stage for in are srtou., chfre. llev require evidence.
extensive World War I discussion is that they were Bruce se riuusundschne Stafford, ri.iinia
retrogressive in respect to oxth the military technol-
ogy of the time (magazine ritles, smokeless powder
and shrapnel shells) and the regulations (those of
1873, not 1847) that they replaced. Case for More Research

My discussion of the tactics of the infantry regi- I expended considerable effort attemptim to t I-
ments of the guard corps likewise serves, not to low the logic behind Dr. Regina Gaillard's article.
make a sweeping generalization about all 300 years "The Case for Separating Civic Actions trom Mill-
of Prussian military history, but to comment on a tary Operations in LIC [low-intensity conlictl." in
particular set of units at a particular point in time. your June 1991 issue. I must admit to failure t,,r
The fact that the officers of the Imperial Guard several reasons, most important of which is that she
scored well on the General Staff Academy entrance appears to have made hasty judgments based on In-
examination and the fact that many of the officers complete information in a disjointed attempt t')
who played a role in the reshaping of German tac- support her pet "US Development Corps" concept.
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If Gaillards research had included the vast and editor would expect that ,Ioumalist to know at leas4
diverse Pacific C'ommand area of responsibilit. she ome basic intonnation-rhat the heart is a rela-
would have discovered that humanitarian and cIvic rivelv important organ, its approximate location In
assistance tHCA) activities are being carried out the human bodv md the difference between a Joc-
there by Active and Reserve Component civil af- tor and a nurse. In other words, a protessionai
tairs, engineer and medical personnel, both unilat- news gatherer would have done a little homework
erally and in cooperation with forei-,n indirartes before showing up at the hospital door.
and with no link to LIC. Unilateral projects have .Journalists covering military operations come to
been completed in places such as Tuvalh and \V'et- us with no basic knowledge and do not know the
em Samoa, which have no military establishments,. difference between officers and sergeants or be-
Cooperative efforts have been undertaken with the tween Army ,oldiers and Marines. We must spend
militaries of Bangladesh, Madagascar, Tonua and much time with these reporters providing verv ba-
Papua New Guinea, to name a te. n nh e of 'ic knowledge, and we are never sure if they .zot it
these cases was there a link to counterinsurgency or right until we are misquoted.
LIC. Thus, when one considers the bigger picture The idea of a media chair at the Command and
beyond Latin Amenca, there appears to be no General Staff College is appropriate, as is media in-
compelline link between HCA or civic action aci- Truction in early officer education. But the iTno-
vities and counterinsurgency or LIC, as Gaillard rance problem is a double-edged one, and the extma
claims. ,tep ot providing education on the military at iour-

Since HCA activities are being carried out by nalsim schools is also appropriate.
US personnel and units with the requisite skills and I am a police officer in civilian life. Students at
capabilities, and foreign military personnel can re- the college in our area have instruction in the crimi-
ceive training in these fields through the Intenu- nal justice system, including two or three night, ot
tional Military Education and Training program, es- observation with a police crew. The justification is
tablishment of a separate development corps would that reporters routinely cover crime stories.
appear to be superfluous. \Vell, they sometimes cover war stories, too.

Finally, exaggeration of the role of militarv civic CPT John R. Kachenmeister. USAR.
action might only result in militarization of the de- 300th Vilitarv Police Prisoner of War Command.
velopment process, a condition clearly counter to Inkster. Michigan
Gaillard's own expressed affinit' for democraic In-
stitutions.

LTC Stanley E. Henning, USA, J3 Civil Military Marshall Plan Revisited?
Operations Branch. US Commander in Chief. Pacific.

Honolulu. -awaii .-\ large army does not automatically mean an it-
tective annv. The Chinese have the worlds larest
army but certainly not the world's most ettective

Lac ofBasc nwled-e 2  .,nlm If a nation lacks the economy to provide a lare
army with modern weapons and support (education.

I read your editorial on media-military relations naintenance, training and subsistence), then It,
on the first page of the July 1991 Militar Reew,. army will be Impotent against a smaller but better-
While I am in general atreement with Vour opin- Supported amy. To produce a tor-rate modem arm.
ion, I feel the issue ot mutual ignorance on the part a nation must be wealth, have a strong econony and
of both officers and journalists is si, nificantly un- be willing to divert a sizable portion of its wealth To
derstated. the develo pment and s;ustainment of that arnw.

I have been a US Armw public aftiairs officer with Pro'iding unlimited economic development and
two Reserve commands since 1982 and have seen technoloy to the other larLc nations of the world
and have been interviewed by hundreds of civilian threatens to drain our own economy and create po-
journalists. The recent mobilization of Reserve tent enemies. With assistance, these nations can
forces tor the Gulf War alone accounted for 102 ep- build economies that will support ;a large ilit.in.
arate media contacts, ranging from on-camera inter- well equipped with modem weaponry. It iS tr thi-
views to requests for background material. I contin- reason that our t reig.n policv must constantlv aI-
ue to be amazed and appalled at the lack of basic dress foreig.n aid. What we give, how much we gi\ c
knowledge and professionalism on the part of civil- and to whom we give must be carefill thought out.
ian media representatives. There is an additional torciun policy tactor \\

If a civilian journalist were sent to cover a story must consider. Not onlv must we be caretuil not t
of the first heart transplant at an area hospital, the build foreign economics thr tear of buidil
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formidable military foes, we must also be concerned maintain a force within the United States ot ar-
because strong economies consume scarce world re- mored, light infantry, airborne and air assault divi-
sources. The stronger and larger the economy, the sions, and special operations forces from the active
more a foreign nation competes against us tor world component, poised in readiness to deplo and ficht.
resources and products. Much of our foreign policy These divisions will be reintrced by additional ac-
must focus on controlling scarce world resources. tive divisions rounded out by combat brigades from

The recent shift in Soviet strategy suggests the the reserve components. For more protracted con-
Soviet Union intends to openly compete for world flicts, we will mobilize and deploy our National
resources. At the same time, it is proactively seek- Guard divisions throughout the United States."
ing assistance in building an economy that will To implement foreign policy, a nation must have
eventually threaten to support one of the world's the ability to project military power.
largest and most potent armies. We are heading toward a smaller Army with a

The downsizing of our own Army is a temporary more aggressive role. This will require well-
measure, intended to show the world our military is educated, well-trained and aggressive soldiers. We
built for defense, not offense, and to placate the can reduce our size, our bases and other costs, but
public whom we convinced that the Soviets were freedom is not free. Vuono was correct in his sum-
our sole threat. To counter this temporan, reduc- mation, "The future is bright with promise, and the
tion, we will increase our most aggressive military Armv stands at the trefront of our nations defense.
units. As General Carl E. Vuono stated in June Our task-vour task now-is to sustain the Army
1991: that America will need in.this decade and into the

"Because of the absence of warning time for the third millennium."
conflicts in this decade and beyond, the Army will CPT Ron Weigelt. USA, Federal Way, Washington

EBB AND FLOW: November 1950.-July 1951, Command otfensive in late November 1050 and
United States Army in the Korean War by Billy C. ends when the truce talks began in July 15 1. The
Mossman. 551 pages. Center of Military History, US five major communist Chinese offensives, as well as
Army, Washington, DC. 1990. $31.00 clothbound. the United Nations' counterthu,.ts, ate delineated
$28.00 paperback. with commendable clart, especially in viw ot the

At long last, 30 years after the publication of the wi com n ritespecilivot thefirs voumein he S An~' istricl Srie on detail Mossman provides and the complexity oft thefirst volume in the US Army Historical Series on
the Korean War, Billy C. Mossman's Ebb and Flow operations. Some attention is devoted to issues
finishes the coverage of combat operations in that above the tactical level: toir example, the relief t
conflict. No explanation is given for the enormous General of the Army Douglas MacArthur, which
gap in publication time; Roy E. Appleman's South gets fir less space than that officer would have ex-
to the Naktong, North to the Yalu (June-November pected, and General James A. Vin Heer's chare
1950) was published in 1961, while Walter G. that the armistice negotiations were initiated iust
Hermes' Truce Tent and Fighting Front (July as his Eighth Army had gained i decisive combat
1951-July 1953) came out in 1966. Even more edge in the fighting, which is cxamined more fully
bizarre than the unexplained, belated appearance of than might be expected.
Mossman's volume are the facts that he retired The differences between the approache, ,"
from the US Army Center of Military History in Mossman and Appleman-an excellent subJecr. by
1983, that the latest official title in his bibliography the way, tor a Scholarly article-are numerou,. !I-
appeared in 1972 (the most recent unofficial one tably regarding the combat pertormances ot the
in 1969) and that Texas A&M University Press has 24th Infantr Reiment. In Ubb and FIou.
recently published four thorough bxks covering 24th is not described as a primarily black u1it. but
Korean operations for the same period, written by it is identified as such and bluntly critici:ed 1,
retired Army historian Appleman. Appleman.

This book, which focuses heavily on small-unit Mossman has done a solid job: however. !hi,
actions, begins with the abortive United Nations work could have been far better with more ,trondIv
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BOOK REVIEWS

evaluative, analytical statements. There is not amplified to be of sitnmiicant value.
even a final chapter of conclusions. This book, There is also a lack ot discussion of the rolcs anj
though sound and detailed on the facts, is a _,ood relationships new commanders must establish with
case in point to demonstrate why unofficial writngs other members of their team. Extensive discussion
are needed and why ofhtcial historians should pay i., devoted to how to deal with the first scrgeant.
more heed to them. While this relationship is ccrtainy critical, younL

D. Clayton James. Virginia Militarv Institute, commanders must also concentrate on deveiopim
Lexington, Virginia subordinate leaders, such as the platoon leaders and

piatoon sergeants, and should assume a key role in
;e" ing, training, mentoring and coaching them. I

COMPANY COMMAND: The Bottom Li,.e would also suggest amplifing the discussion ot rcla-
lohn G. Meyer Jr. 235 pagzes. National Defense Universi- rionships the company commander must establi.h
tv Press, Fort Lesley J. McNair, Washington, DC. kAval- and i "'ntain with the battalion commander and
able from the Superintendent of Documents. Government -talion command sergeant major.
Printing Ofice, Washington, DC. 1990. $6.50. There are other suggestions tor enhancing this

Comments solicited from most of mv battalion's book. Include a discussion of the respective corn-
current company commanders, the majority having mand inspection programs found at virtually everv
less than one year in command, provide perhaps maninaeion programs tai ly everyihe bst review of Colonel John G. Mever's Co"ax- rganization. these programns certainly sere is I
nhe best revihe oto John( ' ikr i a ource of what is deemed important by the chain otn'v Comnmand: The tBottom ane-they like it and command. I also fele it is a po~tential disservice t,,
think it is an extremely useful reference source re-
flecting advice and information they need to know young commanders not to discuss, in greater detaii.
in a single-source document, the importance of professional ethics and values. and

I agree that it is a potential valuable ik, par- the role that commanders must take in shaping the
ticularl" for young officers looking ahead to their character of their companies and their subordinate
first command. On balance, it is a well-written, leaders. Finally, in an arena of ever--diminishin
informative and enlihtening effort, providing In- resources, commanders at all levels must focus on
sights into some of the most critical challeng~es and quality of life and soldiers' family care is>ues. Finally,
potential problem areas ticing young commanders. new commanders often lack an understanding kit
The vignettes and "Top Brass Says" quotations en- how to effectively use the battalion and brigade stat:
tice the reader and are particularly useful in brin,- the book would be more useful if the discussion of,
ing command issues into focus, particularly if key" issues was; broken out into traditional tuncrion.i
young leader takes time to reflect on the basis tor areas.tie comments. Exterive facts and reference.- Other works that I would suggest to cOmpiement

used to guide the new commander, vet it Is nor this ook include Aubre\ .R ] Newn -
dry recanting of US Army regulations or policies. &)u' Me: The Human EL'mru. in LeckIrsiup: L

A particular strength of the book is its coverae Armv Field Manual 22-(W.-20, The .An N n-
of administrative and personnel policies. The areas comrrumssiomed Officer Guide; Lieutenant Genemral Ar-
of promotions, military justice and awards are gen- thur S. [Acel Collins Jr.'s Com.mn Serse Thunm.
erally tough for a new commander to grapple with, A WTrking Phibosophyv finr Leaders: Charles B. Mac-
:nd Meyer does an exceptional job in walking, an Donald's CorpanY CMajm,:nd'r: ,aor General Per-
inexperienced commander through the variols tic- rv M. Smith's Taing Chare: A Pracicai G(aL," .-
ets and associated potential problem areas. Leaders: and Colonel Dandridge Mlikel Malone'-

Unfortunately, the book is entirely tcused on Syrai 'ut L ,arsip: A l'lmfrum.SL' .Approach.
peacetime operations: commandcrs would find it of Even wrh all my sug,,,estions. I Cnled the kx,k
little use in preparing t ,r combat. Another signi- and tound it to be very beneficial. I would certun-
cant problem is the short shritt given to planning Iv recommend it a, part of a burgzeoning prote.-.ion-
and conducting trainim,. With the ensuing build- .il librarv to tssist a new leader in preparing tor ilc
down of the Army, it I, an absolute requirement command ot a company'. It certainlh does not hax c
that commanders, at all levels, establish and main- all the answers, but it i I valuable ,iartin point.
tain a "warrior tocus." .Meer brietlv diLus C the F hN ook represent, prtc,- isiil idvi:c trom .r -c.i
importnce of the tenets of US Army Field Manual m ned enior leader, which retlects in eenr.i
(RI) 25-lV), Trurun the Frce and FI .5-l11, xoint-the e',t resource tor a new c, mp inx
Battle Focused Trairun,,, but tais to appropriatey mander is a gI d battalion commander.
highlight the criticalt ,t i indivilua and collecCve [t'F Robert A. Fitton. I SA.
trainm. This ,cction tned, to ie expanded and Troop Support Battalion. Fori Dix..Vew Jerrev
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THE GOOD YEARS: MacArthur and Suther. he is not even mentioned in MacArthur's remini.-
land by Paul P Rogers. 3S'I pages. Praeger Publishers, cences or in William R. Manchester's Amnencan Li4 -
New York. 1990. $49.95. sar and is relegated to a totnote in D. Ct-,n me.
THE BITTER YEARS: MacArthur and Suther. multivolume The Yars oMacArthur. Neverthele .-

land by Paul P Rogers. 3,48 pages. Preer Publishers,
New Yrk. 1990. $49.95. he was present during the evacuation ot Corregidor

At one time or another, almost everyone has Island in the Philippines (he was the only enlisted
wished to be "a fly on the wall" when important deci- man to accompany MacArthur's party), the months
sions are made, able to overhear conversations and Of planning for the liberation of the Philippines and
discern the motives of those who shape the course of the long campaign to move Allied forces against lap-
history. Paul P. Rogers, who served for almost four anese strongholds in the southwest Pacific.
years as clerk to both General Douglas MacArthur In this txwo-volume memoir, Rogers uses his inn-
and his wartime chief of staff, Lieutenant General mate knowledge of the relationship between Mac-
Richard K. Sutherland, f( und himself in that envi- Arthur and Sutherland as a touchstone for describ-
able position from late 1941 until the spring of 1945. ing the operations in the southwest Pacitc from

He was not an important personage in the war- Pearl Harbor to the Japanese surrender in August

PASS IN REVIEW
THE SUPERPOWERS AND This well-timed book begins in the late 1940s. It details US and
NUCLEAR ARMS CONTROL: Soviet efforts to agree on actions to control nuclear weapons. It in-
Rhetoric and Reality by Dennis cludes discussions, treaties, policies and summits in which Mlikhail

Menos. 179 pages. Praeger Publishers, Gorbachev participated, right up to the current surprising collapse of
New ork. 1990. $39.95. communism. The shocking possibility that part of the Soviet stockpile

may fall into the hands of participants in a civil war now requires us to
restudy our positions based on our past negotiations. Dennis Menos
shows remarkable objectivity in describing the philosophy behind the
actions and politics of the superpowers. Though not for casual readin,,
it can be valuable to people in the nuclear or negotiating arenas.
-COL Mark H. Terrel, USA. Refired, Corvallis. Oregon

TERRORISM: Pragmatic Inter. This pamphlet is without merit. Every sentence violates the rules ot
national Deterrence and Cooper- grammar and syntax. An example from page 16: "This is true whether
ation by Richard Allan. 71 pages. the violence is a result of a holy war in some tar--off country that spills
Westview Press, Inc.. Boulder, CO. over into the territory of other countries, or is the result of the yen-
1991. $12.65. geance of a South American drug lord exploding in Florida or Texas."

I hope no drug lord explodes in Kansas. Subjects are intermixed with-
out logic or purpose, and even the footnotes fail to relate to the
text to which they refer. The cover price is $12.85. Now, that is ter-
rorism! -lTC John B. Hunt, USA, Retired. Leavenworth, Kansas

ENLISTED SOLDIER'S GUIDE This i, a fine reference book tot all new soldiers, officers and noncom-
by )ennis D. Pere:, revised 2d edition missioned officers (NCCN). Easv to read and understand, it clearh
by John Warsmiske. 224 pages. Stack- presents "need to know" subjects and helps new soldiers und,,rstand
pole PRxks. Harrlsburg, PA. i900. the US Army and how they" are an integral part of it. Subjects coVero .i
S12.95. include Army tradition, basic and militan occupational specialrv train-

Ing, the NCO cvaluation sytem, pay and benetits, duty asignl"'llt'.
uni orms, code of conduct, chain ot command and usetl acronmis.
The guide turns the often complex wording tound in reulations and
policies into everyday language and terms, and allows easv acct.'\, to
needed int.rmation.-MSG Nicholas M. DiGiorgi, U'SAR. 76th Diiision
(Training). West Hartford, Connecticut
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1945. More detailed accounts ot the major cam- in archives around the country to help make sense ot
paigns can be found elsewhere. What makes Rol"- that relationship. As he make c, in the critical
ers' work worth reading are the firsthand portraits times before and after MacArthur's evacuation trom
he paints of the major figures who planned the the Philippines. the two generals shared responsibilitv
grand strategy for eliminating the Japanese threat for managin2 militan aftairs in MacArthur's corn-
in the Pacific. As chief stenographer for both Mac- mand: MacArthur was the political thinker and
Arthur and Sutherland, he had daily contact with grand strategist while Sutherland handled the day-
these men and the generals and admirals with to-dav operations, and no one questioned the author-
whom they plotted, itv of the chief of staff when he issued directives.

Rogers is clearly concerned with explaining why For years, Sutherland was also MacArthur's voice
MacArthur and Sutherland, who spoke with one abroad, representing him at meetings with higher-
voice in the early years of the war, had such a serious ups in Hawaii and in \Vashington. DC. Presum-
falling--out near the war's end. With the care of a life- ably, it was his heavy involvement in vimally ev-
long scholar (Rogers became a professor of economics er' aspect of command decision making that
after World War II), the author delves deeply into his prompted Sutherland to develop visions of succee t-
own memory and the myriad of documents available ing MacArthur in the midst of the drive to free the

LANDING ZONES: Southern An unparalleled account of wars human dimension and the legacies
Veterans Remember Vietnam by the Vietnam War participants inherited, this x)ok relates the essence
James R. Wilson. 260 pages. Duke of the Vietnam conflict-"not one war but a thousand little nastv
University Press, Durham, NC. i990. wars." Twenty-four veterans from 11 southeastern states-ranging
$21.95. from General William Westmoreland to a Marine private, from an

Army nurse to a prisoner of war-relate in gripping detail the emotions
they encountered in Vietnam and the reception they received by
Americans in the years following their return. Without doubt, each
narrative will create a greater appreciation tor those who endure the
pains ot war.-ILT Mark E. Green, USA, 15th Infantry Regiment. Fort
Knox. Kentucky

JOB SEARCH: Marketing Your With the prospect of significant Armed Forces personnel reductions.
Military Experience in the 1990s new veterans will need help on how to find a job in the "civilian
by David G. Henderson. 17 5 pages. world." This book is an excellent source of basic information. The aiu-
Stackpole Books, Hairrisbure, PA. 1991. thor succinctly outlines the process of finding a job--defining interests.
$14.95. preparing a risum6, the job search, the job market, sources of infom.-

tion on jobs, the interview and salary Samples of risums and cover
letters, examples of how to determine salary requirements, a listing of
military-oriented organi:ations and a reading list are all in-
cluded.-COL .James D. Blundell. USA. Retired, Arlington. Virginia

HOW PRESIDENTS TEST Two major presidential decisions on Vietnam, illustrating how presi-
REALITY: Decisions on Vietnam, dents test reality, are examined in this book-President Dwight D. Ei-
1954 and 1965 ty John P Burke and senhower'S decision not to intervene at Dien Bien Phu in 1054 and
Fred 1. Greenstein. 331 pages. Russell President Lyndon B. Johnson's dectsion to commit large-scale US
Sate Foundation, New 'York. 19A,. torccs in 1965. Tie presidents' advisory s.ystems. the presidents them-
$29.95. selves and the political environments are the framework used tor look-

ing at their decisions. Wel written and resarched, it is for readers
who have a deep interest in decision makim at our government*s
highest level.-LTC john A. Hardawav, USA, Retired. Leavenworth.
Kansas
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Philippines. Rogers knows that the thought crossed Weiglev's new book is something entirely diter-
Sutherland's mind because the chief of staff said as ent. In it, the author sets out to examine the Euro-
much to him one evenin2. Thus, what might be pean "age of battles," that period when the dciL.Lze
speculation by a historian is an eyewitness account battle was supposed to dominate continental wartare
in Rogers' memoir. and make war a cost--effective instrument of policy.

Rogers makes it clear that, as the months of Weigley challenges this point of view, notini that
fighting stretched out. the chief of staff began to act the famous decisive battles of the period were sei-
in ways that made MacArthur testy. Perhaps frus- dom decisive in terms of war t_'rmination. The
trated that he saw others less capable than himself battle of Blenheim, for example, preceded the end
achieving greater glory, Sutherland began to resent of the War of Spanish Succession by 10 \ears.
his close relationship with MacArthur since it Countries seem always to have had more resilience
seemed to be preventing him from higher com- than anticipated.
mand. Coupled with this trustration was Suther- The author pursues four other themes. These
land', unfortunate aftfair with an Australian woman are: the rise of professionalism, to which Weiglev
for whom he had wTangled a commission in the next after Samuel Huntington, gives a more or less
US Army, and whom he placed in key assignments narrow professional education definition; the means
within MacArthur's command so he could be near available to the professional officer for exercisin,
her. The morale problems created by this situation command; the means ot achieving tactical decisive-
grew to such proportion that even the easvgoing -iaand the ma e of iitatiosn d i-Sness in battle; Lind the matter of limitations on X'k0-
MacArthur (or so he is perceived by Rogers) was lence in war through restraints of international law
finally forced to take action to terminate the prefer- .ncsin whh estrints ao ienatinal• ~and custom, which he defines almost exclusively is
ential treatment she received. Sutherland never re-
covered from the rebuff suftered when MacArthur sparin noncombatants the hardships of war.
ordered her back to Australia. This ook is of smewhat uneven quality. \.'eix-

One does not expect to read about a love s ley's observations are often excellent. For exam-
in memoirs of war, but Rogers' account reminds us pIe, when discussing Gustavus 11 Aldophus and Al-brecht von Wallenstein, he points out the frequent
that even generals are human, subject to the same
feelings of loneliness and frustration as other sol- detect ot many students of war who overemphasi-
diers. It is apparent, too, that Rogers had a great the importance to great captains, preeminently
deal of respect for both men and that he was per- warriors, of professional education, study and
sonally affected by the growing rift between them. thought. This is at the expense of recognizing their
His volumes are, in a sense, an attempt to make it nature as flchters-men who seek the competition
clear for himself, as well as for others, what it was of combat. Weigley also says rather more about
about each man that made him rise to the heights 17th- and 1Sth-century naval war than one is ac-
each reached. Viewed as such, The Gc~d Years and customed to finding in a survey of classical wartare.
The Bitter Years make interesting reading tor those and that is one of the book's great strengths Wei-
who want to understand something about the pres- gley is more otten associated with terrestrial con-
sures and responsibilities of high command. bat). And that brings us to the point of what ,,rt

LTC Laurence W. Mazzeno, USA, Retired, of a book this is.
Grand Junction, Colorado The Age of Battles is a general survey tor the non-

specialist. Of the 579 pages (including mndex). fuilly
300 deal with the French Revolutionary and Napo-

THE AGE OF BATTLES: The Quest for Deci. leonic period. As a stand-alone volume, the boxk
sive Warfare from Breitenfeld to Waterloo. RIssell is hard to recommend. .\s the tirst volume , 1
F Weigley. 579 pages. Indiana University Press. Bloom- two- or three-volume work, it would provide the
ington. IN. 1991. S35.OO clothblund. foundation tbr a tirst-term course in modern miii-

Any book by Professor Russell F Weigley is impor- tary history that would have a tollow-on second
tant to the student of military history. More than term to carry the student from 1815 to the present.
any other academic historian, Weigley has restored Like all surveys, the book has some weakne,es
"battle" to militarv history without abandoning the of proportion. For a book with a major theme em-
"New Military History's" interest in the social, politi- phasi:iniz military education as the main pillar ot
cal and economic context. His American W'Xav of War professionalism (whatever the warning mentionca
and EisenhcAver's Lieutenants may be the c!assic stu- above), the discussion of the rise of militarv theon
dies of the US operational styles, if such exist, and his in the 18th and early l9th centuries eems rather
History. of the L'ruted States Army stands alone as the spare. The maps are too tew, often contusim, o
institutional history of the US Army. misleading, often badly placed and in need ot
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proofing (one lists a commander whose passing be- -peech on "The Uses of Military Power" presented
fore the battle the author regrets on the page oppo- to the National Press Club is a mastertl exposition
site). The text itself is flawed, with enough mis- that should be studied by all strategists. There are
spellings to distract the reader. Indiana University those who disagree with his thesis, but even in
Press did not do a good job for one of its most dis- honest disagreement, his thesis cannot be disre-
tinguished authors. In short, $35.00 will be a bit garded.
dear for most readers. I would recommend waiting This is not a book that will lead any liberal hit pa-
for the paperback or the second volume. rade nor will it bring joy to those "experts" in defense

COL Richard M. Swain. USA, Desert Storm History matters who have never had the responsibility but al-
Project, USACGSC ways have the answers even without, first, phrasing

the questions. There is no question, however, that
the serious practitioner of the military profession will

FIGHTING FOR PEACE: Seven Critical Years find this book of great practical value.in the Pentagon by Caspar Weinberger. 460 pages. LTG Richard G. Trefry, USA, Retired, Cifton. VirginiaWarner Books, Inc., New York. 1990. $24.95.
It is generally accepted as "fact" that, sooner or

later, anyone employed by the government in FIGHTING FOR AIR: In the Trenches with
Washington, DC, will write his or her memoirs. Television News by Liz Trotra. 395 pages. Simon &
While this fact is an exaggeration, there is no Schuster. Inc., New York. 1991. $22.95.
dearth of biographies or autobiographies from, or Liz Trotta will not advance military-media rela-
about, those who have served an administration tions with her scathing view of television news.
within the "Beltway." Unfortunately, many are Instead of the glitter and the glamour associated
self-serving and frothy, with few being substantive with television, Trotta documents how shallow;
enough to stand the test of time. crass and commercial television news has become

Caspar Weinberger's story does not appear to since the early 1960s. Television journalism could
have caused a run on the book stores, but it does, not fare worse.
in fact, fall in the category of a substantive work for As a veteran television correspondent covering
professional soldiers. Any serious student of the stories worldwide for NBC and CBS from 1965 un-
history of the major issues concerning the Depart- til 1985, Trotta sheds a great deal of light on how
ment of Defense during the 1980s should use this the networks work. In this knife-fight treatment,
book as a reference. This is a book by a man of she savages television's top men for mishandling
intellect and integrity who writes with obvious the news over two decades and exposes the sleazi-
honesty and conviction. Readers of persuasions ness of television news. It is all there-"breakfast
other than those of Weinberger may not agree with blondes" chosen for network jobs because of their
him, but they owe themselves and their adherents a looks; world--class sexists; incompetent and unethi-
delineation of his views rather than what they cal journalists who are not qualified to cover their
imagine them to be for their own purposes. stories; and the intrusion of the "personality" over

Weinberger covers all the bases of his seven the great journalists of television's early days.
years in the Pentagon, from the transition from the Despite her bitterness, she shows high regard tr
Carter years through most of the Reagan years. television's potential and identifies excellent jour-Those who think the art of war is just physical nalism where she observed it. Especially interstmg
combat will enjoy the stories of Grenada, Lebanon, in light of the controversy he stirrted up while re-
Libya, the Falklands and the Persian Gulf oil escort porting for CNN from Baghdad, Iraq, durine Oper-
convoys. For the geopolitically inclined, all those ation Desert Storm is the special praise and lenthy
already mentioned will be satisfyling, as will the sto- coverage of Peter Arnett, whom Trotta first met in
ries of the defense relationships such as those be- Vietnam. She describes the 1965 Pulitzer Pri:e-
tween the United States and Japan or about the winning Associated Press (AP) reporter as the un-
Intermediate-Range Nuclear Forces Treat,. elected but undisputed dean of the Saigon press

Weinberger makes clear his disenchantment corps.
with several personages and institutions involved in "A born reporter-tough romantic, innately tair.
the fascinating game of government, particularly with a spongelike mind, takiniz it all in with the
those to whom he believes actual exposure to the laugh of a pirate and the courage of a saint.' she
experiences of dealing with a den of cub scouts, a ,avs. "Arnett looked like a bull pawine the --round
rowboat or a kite would probably cause physical, as when he set out on an assignment - .. He travled
well as mental, terror. His 28 November 1984 with an amazing [API photographer, Horst Fas.
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another raging bull, who wound up with two Pulitz- ver describes the creation and testing of the 11 th
ers. What a team: the doughty New Zealander Air Assault Division (Test) (11th Army Air De-
and the indefatigable Hun, covering the war day by fense) and the subsequent deployment of the orezl-
terrifying day for nine years, logging more combat nization into successful combat operations in Viet-
hours than any Marine battalion in-country." nam as the Ist Cavalry Division (Airmobile) 1st

Trotta earned Emmies and Overseas Press Air Cavalry).
Awards for her work, breaking ground on the air- Silver's narrative includes the evolution, devel-
waves. She was television's first female correspon- opment and testing of the air assault division, of
dent in Vietnam, and she covered epic stories in various subordinate division elements and ot his
South Vietnam, Hanoi, Israel, Belfast and Tehran; own 228th Assault Support Helicopter Battalion.
the George S. McGovern, Eugene J. McCarthy and He describes the two organizations closely involved
George Bush political campaigns; Edward M. Ken- with the test process-the 10th Air Transport Bri-
nedy's accident at Chappaquidick Island; and the gade (that provided both fixed- and rotary-win,
Claus von Bulow and Jean Harris murder trials, aviation support to the test process) and the Test.

During her career she was buffeted by sexists, in- Evaluation and Control Group (that relieved divi-
competents and self-serving egomaniacs, and she sion personnel from the myriad of administrative
does not pull any punches in naming them. Most details involved in the testing processes).
damaging is Trotta's description of how network ex- The reader should recognize that the unit struc-
ecutives assign journalists to major stories--not on tures created, the tactical concepts involved and
competence but on "Q-ratings," looks and other even the test procedures used represented signifi-
nonmerit factors. It is an experience to ride the cant departures from previous operations. Silver
roller coaster with her as she is promoted to the cites the high priority accorded to the project
network level and then demoted to local stations, throughout the test period, noting it clearly en-
fired, transferred and, finally, put out to pasture hanced the test and evaluation process. He also ac-
when they noticed "she was over 40 and wasn't knowledges the controversy surrounding the projectblonde."Totta," aas senior US Air Force officials asserted that ArmyTrotta, a veteran Vietnam War correspondent eprmnsdpiae h i oc' rgas

whonevr gt oer t, ive a oxhle iewof th experiments duplicated the Air Force's programs-.whoSilver recounts his efforts and frustrations in
Vietnam and other wars. Surprisingly, she is a po- converting the 228th's newly developed CH4fsA
litical conservative who says we could and should Chinook helicopters from a collection of static me-
have won the war, and she describes how. This chanical nightmares into the reliable workhorses ot
book should be read for its excellent documenta- ch aical ry ing comble orkons of
tion of the Vietnam War's television coverage. Per the 1st Air Cavalry during combat operations. Heti o otherietnamars television o era-in describes the inadequacy of the test units' originaliiaps no other television reporter has written in organizational documents and the numerous rev'i-
such detail about how the Vietnam War was cov- onizato th documents a mo n rt cit

ere byth newors.sions made to those documents. A major art ofered by the networks.
But do not read Trotta for an in-depth look at the change process was ensuring that every piece ot

policies or politics. Her book is "anecdotal," to equipment in the division was transportable by
borrow the Operation Desert Storm expression, not Army aircraft (the significant exception-two
analytical. There is wonderful material here for 5-ton wreckers).
media bashers and media groupies alike. Silver's considerable recollections are augmentedt

LTC John Head, Public Affairs Officer with significant research. Although sometimes of-
Fort Leavenworth, Kansas fering more detail than the reader might want and

flights of nostalgia that might be considered gratu-
itous, the book is good history and provides some

RIDE AT A GALLOP by Benjamin S. Silver. 404 very solid lessons regarding the techniques to brine
rages. Davis Brothers Publishing Co., Waco, TX. 1990. new concepts, organizations and equipment into

$25.00. the Army. For the aviator, it provides valuable in-
In the early 1960s, an event took place that sights concerning the qualification and competence

served to drag Army aviation, kicking and scream- of aviators and aircrews. And, finally, it provides a
ing, into the mainstream of a recalcitrant US clear example of the trials and tribulations in-
Army Ride at a Galop is Benjamin S. Silver's ac- volved, and the patience needed to bring a corn-
count of his involvement in that event and is ptex piece of new equipment into the Arm.
clearly the most comprehensive account to date. COL Grifn N. Dodge. USA. Retired.
Focusing on January 1963 to December 1965, Sil- Santa Fe, New.Mexico
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THE MAN WHO CHIANGED THE WORLD: can result in change. Gorbachev increasin,6y was
The Lives of Mikhail S. Gorbachev by Gail Sheehy. convinced he could control events, but in reality.
401 pages. HarperCollins Publishers, Inc., New York. he became the victim of his on reforms. ,wept tip
1990. $22.95. m events beyond his control and consequences e

When a reporter once asked Leonard Bernstein's neveranticipated.
father what the famous conductor was like as a The Man Who Changed the ticpad is not the de-
child, the father admitted that he had been con- finitive biography of Gorbachev but is Nwell worth
cemed that his son paid too little attention to reading. It is a provocative, if not completely satis-
sports and was always practicing the piano. But raing. pr oat e f o hamineehais-
then he added, "How was I supposed to know he tyn ortrai e man who han ieed changewas 'Leonard Bnstin? Ths sthas, the world. It raises more questions than it ainswers.was'Lonad ernstein'? This is the case with but then, that is what the word -provocative" is all
Gail Sheehy's new biography of Mikhail Gorba- about.
chev, based extensively on scores of interviews. LTC Dianne L. Smith, USA. United Kingdom Defense
Recollections decades later are always somewhat Intelligence and Security School, Ashford. Kent.
suspect and should be placed in their proper per- United Kingdom
spective. After all, "Who knew he would become
'Mikhail Gorbachev' ?"

Sheehy is a contributing political editor for Va1n- THFE RAPE OF SERBIA: The British Role in
ity Fair, author of the best seller, Passages, and an Tito's Grab for Power, 1943-1944 by Michael Lees.
award-winning journalist specializing in character 384 pages. Harcourt Brace Jovanovich, Inc.. New York.
studies of Western political leaders. Her interest in 1990. $29.95.
the Soviet Union began during a month-long ex- In 1943, a young British liaison officer, Michael
change in 1972, but it remains the fascination of Lees, was dropped behind German lines into
an outsider not of a scholar or linguist. The wealth mountainous Serbia in northern Yugoslavia. His
of personal information gleaned makes this an ex- mission was to coordinate Allied-supported sabo-
tremely readable book. Yet, the sketchiness of cita- tage operations by the Cemiks, the pro-\Vestern,
tions and lack of comprehensive footnotes make loyalist resistance forces under the command of
the reader wonder what he is missing. Key person- General Draza Mihailovic, minister of defense for
nel who knew Gorbachev are now dead or refused the exiled government. However, the planeloads of
to be interviewed, supplies needed to blow up bridges and railroad

The most fascinating part of the book describes tracks never materialized in anything close to the
Gorbachev's childhood. He survived the terrors of numbers promised. The young, eager Lees chaffed
famine and collectivization, and was torn by the at the inexplicable cancellation of actions previous-
contradictions of two grandfathers, both originally Iv endorsed by his superiors at the secret Special
peasant landowners---one disappeared into the Gu- Operations Executive (SOE) in Cairo. Ez.pt.
lag during "kulak mania," and the other collabo- Now, 47 years later, Lees' The Rape of: Serbia re-
rated with the system to enforce collectivization. veals the forces behind both the scuttlin of his

Sheehy defines Gorbachev's six "lives" as Coun- efforts and those of other British liaison officers
try Cossack, 1931 to 1949; First-Generation Appa- operating under Mihailovic, -rnc Winston Chur-
ratchik, 1950 to 1977; Disciple of Doublethink, chill's decision to abandon the royalist forces in fa-
1978 to 1984; The Great Persuader, 1985 to 1989; vor of the communist partisan leader, Marshal
Dictator for Democracy, 1989 to 1990; and Red Tito. Lees' bitterness and anger at the intustice of
Star Falling, Spring 1990. She argues that Gorba- this policy shift -and its tragic consequences ,Ive a
chev is a product of the repressive Stalinist system sharp edge to his meticulously developed arid care-
in which he grew up; he "was aware of it, he quar- fully documented indictment (based on personal
reled with it, but he did not choose to fight it and experience and three years' research into recently
risk ending up in the Gulag." Instead, he used his declassified military and diplomatic records). It is
talents of surprise, compromise and improvisation a grim tale.
to attempt to save the socialist system he ac- Churchill, he finds, was deliberately hkx~dxinked
cepted. by a campaign of lies and deception orchestrated by

Gorbachev possesses two contradictory beliefs: communist moles within the Cairo branch of the
first, that he is only a "cork on the river of history;" SOE. The office staff that coordinated aid to the
most of the time simply swept on the surface by various anti-German resistance forces in Yuoslavia
powerful forces and dark currents more complex included known communists, as well as those work-
than he will ever understand and, second, that "ev- ing covertly to bring Tito to power. In addition.
erything he does matters" and every action he takes Churchill was badly advised by the army otficer he
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sent to evaluate Tito. They were themselves taken rution of specific tactical and training rethrms that
in by the communist partisan leader's charismatic built up our conventional forces to a high peak
personality and public relations expertise, endorsing (before blunting that spearhead in the jungles of
him enthusiastically. Lees also implicates commu- Vietnam).
nist sympathizers in key places, including the Brit- Setting the political stage, Hicke3 discusses the
ish media. struggle between the Republicans and the Federal-

These combined influences led Churchill to ists that contributed to the start of the wvar. The
abandon the loyalist Cetniks in Tito's favor. So real, if overstated, grievances with Great Britain
convincingly and completely do the documents precipitated the conflict and led to war despite the
Lees unearthed refute what he calls the "received woeful state of US preparedness. The lesson of ill-
wisdom" on the Allied swing to Tito, Lees specu- preparedness for war is one which America some-
lates their release may have been accidental. The how finds necessary to relearn every other genera-
official British version of the events has not vet tion. In 1812, the US military establishment,
changed despite incontrovertible evidence to the especially the Army, could truthfully be character-
contrary. ized as pitiful.

Tito's new legitimacy permitted him to pursue Military unpreparedness, uncertain national
his single-minded campaign to take over all of Yu- leadership, poorly conceived military and political
goslavia. He used Allied arms to wage civil war goals, and regional divisiveness led to an unpopular
against the Cetnik forces rather than against the and unsuccessfully prosecuted war. Only the clev-
occupying army. Mihailovic, branded unfairly as an erness of US diplomacy, matched with the critical
unwilling fighter and a collaborator, was eventually fact that the majority of Britain's assets, best troxps
executed in the general slaughter of Serbians fol- and diplomats were concerned with winding tip
lowing Tito's victory, the Napoleonic struggle, allowed the United States

Lees combines scholarship and passion to throw to escape with claims of victory or, at least, no de-
important light on a tragic wartime action that feat.
Churchill himself is reported to have admitted in Blending discussions of political infighting and
later years was his "biggest mistake in the war." desperate fiscal experiences with military -bungling

Sara J. McLaughlin, Rochester, New York and mismanagement," Hickey has provided the
best study to date of this conflict. I recommend
this book to the first-time reader of early US mili-

THE WAR OF 1812: A Forgotten Conflict by tary history or to the specialist in the field because
Donald R. Hickey. 457 pages. University of Illinois Press, of its accuracy, thoroughness and balanced ap-
Champaign, IL. 1989. $32.50 clothbound. $14.95 proach in discussing all elements of national power
paperback. that go into making war-national will, political

What does the average historian, even of the US goals, financial resources, bureaucratic organiaons
military experience, really remember about the war and skills, local military and political leaders, and
of 1812: the Battle of New Orleans, victory on well-trained men. The War of 1812 should serve
Lake Erie, the Consdutidon winning over the Guer- as another example of what happens when any
rire? Characterized by political confusion, military elements of the equation are missing.
mismanagement, tactical defeat and, ultimately, Richard W. Stewart, Command Historian.
strategic stalemate, the War of 1812 is a forgotten US Army Special Operations Command,
war since there are few victorious moments and Fort Bragg, North Carolina
little pleasant to remember about it.

But defeat can serve as the best stimulus to re-
form; we can and often do learn more from our Bio Errors
mistakes and defeats than from our victories. (This
is a particularly important warning to post in the In the July 1991 issue of Mditary Review. the bio-
wake of the euphoria over Operation Desert Storm.) graphical sketch on page 63 should have stated

The confusion of the War of 1812 spurred the US that Mark Edmond Clark had been associated with
Army and the nation to create the small, yet highly Mobil knot Mobile) Oil Corporation.
effective, professional force that fought to victory in In the September issue, we stated on page ; 1 that
the Mexican War. Similarly, the ill-preparedness Colonel Peter C. Langenus serves at Fort Trotten,
during the first months of the other, until recently, New York. Our apologies to all at Fort Totten.
forgotten war-the Korean War-led to the insti- 7.
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F ifty y ears ago this month World War 11 wa-is onl the
wreshold of becoming at global war. Trhe United States
ad al readyv realized that it was only at matter of time
etore it too would become at combatant. So the US mili-
try machine continued its steady growth. with the acti-
Iation of four Infantry and one Armored divisions at
arious posts and camps across the country.

The Rattle of Britain subsided with the opening of the
.ooo mile Russian front in ,June. Enormous damage had
een sustained (luring the raids on Great Britain. O ne
ut of every five homes had been damaged or (lest royed.
ictories damnaged,. and t ranspor ta~tionl. gas and w ater
6'stemls dis rupted.

The United States assumedI protect ion of all shipments kN
*onUS p~orts to G reat Britain as farl ats Iceland in Sep-

amber. ()n 17 October. the destroyer [55 Ixearn "vNvwats
rpedoel off t he coast of I celandl. buLt reached port1. On I

I October the klest rover USS Reuben -Jamnes was tor- IL
e-doed in the Atlantic and sank. tF

T[he (,crnan army and its allies on the Russian front
O'( ctober had entered the C rimea on the southern endA

t' the front and had begun the siege of Moscow ill the -

orth. forcing the Soviet government to transfer its .'\ ~'-, '.1
etadqjuarters to lxuibyshev. In Moscow. onl I October 1941.
reat Britain. the I'nited States and the Soviet L niori
gned the First Soviet Protocol. Undler this agreement.
reat Britain and1 the United States woulId provide the
iviet U nion with1 materials essential to the( Russian war-
fo r t for nine mont hs.

'[hel( war inl Asia was al readY more than ten Years 01(1.
ft er lJapanfese troops occupied the southbern halft of' I nd -
hina in -Jul v 194 1. the U nitedl States, Gtreat Britain and
ic NutetIcr1 ands proclaimed anl em bargo onl all sh i pne t s

oil. scra p iron, steel and] other raw materials to .Japan.
his wvas %ie%%ed by the .Jajpaneste as- anl Americanl ulti-
at uni to .Japan, which faced economic st rangulat ion ats
)of it-, its re'serve of' raw materials was exhausted. On
7 O ct ober. P ri nce lFuniaro Ixonoye resi gned ats .Japan-
0' premier and: was replaced by' General Ilidleki'Fojo.

lThe I. fitcel States cont inued1 to supply' Gra Br~ hiitain
Id thle So)\i et Uno 111 )l ith miiuch ii itede(i supplies Utider

it, Lend-I.ease program~. while waiting for at comnpelli ng
'asont( r1e ewr By O ct ober 1 911., the wa-.it was

)t to be a long one.


